Confidential 


ORGANIZATION  AND  MANAGEMENT 
OF  THE 

PENNSYLVANIA  HISTORICAL  AND  MUSEUM  COMMISSION 


Prepared  For 

The  Pennsylvania  Historical  and  Museum  Commission 


By  The 


Pennsylvania  Economy  League , Inc< 
Harrisburg;,  Pennsylvania 
October o 1954 


^WVSYLVAJFIA:  STAT1P  T tdl 


PY  H673.2  068m  c.2 


/ 


HERWOOD 


PENNSYLVANIA  ECONOMY  LEAGUE,  INC. 

Founded  1932 

611  BLACKSTONE  BUILDING 
HARRISBURG,  PENNA. 


REEDER.  PRESIDENT 


October  7,  1954 


Charles  Biddle , Chairman 

Pennsylvania  Historical  and  Museum  Commission 
State  Capitol  Building 
Harrisburg,,  Pennsylvania 

Dear  Sirs 


We  are  pleased  to  submit  herewith  our  report  entitled 
"Organization  and  Management  of  the  Pennsylvania  Historical  and 
Museum  Commission” e 
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SUMMARY  OF  RECOMMENDATIONS 


WITH  RESPECT  TO  HISTORICAL  FUNCTIONS  OF  THE  COMMONWEALTH , IT  IS 
RECOMMENDED  s 

lo  That  the  Commission  consider  entering  into  negotiations  for  transfer 
of  non-historical  activities , including  parks,  recreational,  and  highway 
marker  maintenance  activities,  to  other  state  agencies; 

20  That  the  Commission  study  and  prepare  proposals , as  a basis  for 
interdepartmental  negotiations  or  legislation,  for  transfer  to  the 
Commission  of  historical  or  museum  functions  now  assigned  to  other 
state  agencies; 

3o  That  the  Commission  encourage,  insofar  as  possible,  the  retention  of 
local  historical  functions  at  the  local  level  and  undertake  a survey  to 
determine  the  type  of  aid  ~ short  of  financial  aid  ■=  which  the  Commission 
may  extend  to  local  societies  to  attain  this  objective <> 


WITH  RESPECT  TO  THE  FUNCTIONS,  ORGANIZATION,  AND  RELATIONSHIPS  OF 
THE  COMMISSION  BOARD  AND  ITS  STAFF,  IT  IS  RECOMMENDED? 

lo  That  the  Commission  Board  strengthen  the  internal  administrative 
structure  of  the  Commission  by  insisting  that  the  Executive  Director 
accept  full  responsibility  for  performance  of  the  administrative  function, 
at  the  same  time,  conferring  upon  the  Executive  Director  necessary  pre- 
rogatives  for  the  fulfillment  of  this  responsibility; 

2„  That  the  Commission  Board,  thereafter,  relieve  itself  of  the  burden- 
some  detail  of  administration  to  consider  plans  and  formulation  of  policy, 
and  to  review  execution  of  policy; 

3o  That  the  Commission  Board,  inactivate  Committees  of  the  Commission  and 
elect  an  Executive  Committee  of  four  members  from  its  membership,  the 
Chairman  of  the  Commission  Board  to  serve  as  the  fifth  member  and  Chairman 
of  the  Executive  Committee;  and  that  the  Executive  Committee  meet  monthly, 
or  oftener  on  call  by  the  Chairman  which  may  be  at  the  request  of  the 
Executive  Director,  and  that  the  Commission  Board  meet  quarterly; 

bo  That  the  Executive  Director  be  relieved  of  supervision  of  the  Museum 
and  Properties  Divisions  and  that  the  vacant  position  of  Museum  Curator 
be  filled  as  soon  as  possible  and  that  a position.  Director  of  the 
Properties  and  General  Service  Division,  be  created  and  filled; 

That  the  Commission  Board  consider  making  Property  Advisory  Boards 
advisory  only  to  the  Executive  Director  and  to  the  Commission  Board  and 
that  direct  official  contact  between  Property  Advisory  Boards  and 
personnel  working  on  historic  properties  be  discouraged; 

60  That  the  Executive  Director  improve  and  strengthen  his  system  of  re- 
porting so  that  the  Commission  Board  may  be  kept  promptly,  adequately, 
and  accurately  informed  of  staff  performance  and  accomplishments; 

7o  That  general  or  auxiliary  services  including  all  maintenance, 
inspectional  and  custodial  work,  messenger  and  packaging  services. 
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photographic  services-,  mimeographing  and  reproduction  work  and  processing 
of  publications  requests 5 be  assigned  to  the  Properties  Division  which 
would  be  known  thereafter  as  the  Properties  and  General  Service  Division; 

80  That  branch  museums  and  historic  installations  on  properties  come 
under  the  technical  management  of  the  Museum  Division  and  that  the 
Properties  and  General  Service  Division  perform  only  whatever  custodial 
and  maintenance  services  are  necessary  for  their  operation; 

9o  That  the  collection 5 preservation  and  publication  of  folklore  be 
assigned  as  a function  to  the  Historical  Division  and  that  personnel  of  the 
Folklore  Division  be  integrated  with  the  staff  of  the  Historical  Division 

WITH  RESPECT  TO  EXECUTIVE  MANAGEMENT  IT  IS  RECOMMENDED 5 

lo  That  directors  of  operating  divisions 3 in  conjunction  with  biennial 
budget  preparation^  submit  a prepared  and  detailed  plan  of  activities  for 
the  ensuing  biennium; 

20  That  the  personnel  function  be  improved  through? 

a„  appointment  of  all  Commission  Staff  personnel  by  the  Executive 
Director  within  limitations  imposed  by  the  Governor®  s Personnel 
Secretary; 

bo  use  of  personnel  rating  sheets  regularly  for  every  Commission 
employee ; 

Co  preparation  of  complete  job  descriptions  for  every  professional 
position; 

do  establishment  and  enforcement  of  definite  policy  regarding  the 
permanent 9 per  diem5  or  hourly  status  of  positions  and  the 
incumbent  employees; 

e o discarding  of  duplicate  personnel  records  in  the  Executive 
Director®  s files; 

3o  That  direction  of  staff  activities  be  improved  through? 

a„  making  the  Executive  Director  responsible  for  the  promulgation  of 
all  administrative  directives; 

b„  compiling  all  past  and  future  administrative  directives  in  an 
administrative  manual;  and  similarly  compiling  policies  of  the 
Commission  Board; 

Co  scheduling  of  weekly  staff  meetings  by  the  Executive  Director; 

ho  That  the  budgeting  function  be  improved  through; 

ac  giving  the  Executive  Director  complete  authority  to  prepare  budget 
requests  and  alter  requests  of  operating  divisions  before  submission 
to  the  Commission  Board  for  approval; 

b0  accompanying  biennial  budget  requests  with  a complete  activity 
program  or  plan; 

Co  accompanying  monthly  budget  statements  issued  by  the  Comptroller  with 
supporting  statements  explaining  compliance  or  non-compliance  with 
long-range  plans; 
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do  preparing  monthly  budget  statements  of  the  Comptroller  so  that  expendi- 
tures of  the  current  biennium  for  each  activity  will  appear  separate 
from  expenditures  of  prior  biennial 

So  That  the  system  of  reporting  be  improved  through? 

a„  comparing  monthly  reports  of  the  Executive  Director  with  the  biennial  planj 

bo  using  a prescribed  form  for  reports  of  directors  of  operating  divisions  to 
the  Executive  Director! 

Co  using  prescribed  report  forms  for  reporting  by  the  Maintenance  Inspector 
and  for  reporting  by  superintendents  of  historic  properties <> 


WITH  RESPECT  TO  AUXILIARY  SERVICES  9 IT  IS  RECOMMENDED ? 


lo  That  guide  services  be  improved  through? 

a0  removal  of  the  Guide” s office  from  its  present  location  to  an  office  qr 
booth  near  the  entrance  of  the  museum  building  and  posting  this  office 
’’Guide  Services”! 

bo  outfitting  the  Guide  in  apparel  which  would  distinguish  him  from  other 
employees! 

Co  training  clerical  and  secretarial  personnel  in.  guide  work  for  purposes  of 
rendering  assistance  during  peak  visitations! 

do  publishing  and  distributing  literature  describing  the  Museum” s layout  to 
foster  self “guidance  of  visitors  and  using  directional  signs  for  the  same 
purpose! 

e«  outfitting  employees  doing  guide  work  at  historic  properties  in  uniforms 
or  requiring  that  thqy  wear  badges! 

f o charging  the  Museum  Guide  with  the  development  and  supervision  of  a museum 
and  historic  property  guide  program  and  directing  the  Museum.  Guide  to  pre= 
pare  a guide  manual  for  the  use  of  persons  engaged  in  that  work| 

20  That  custodial  and  maintenance  services  be  improved  through? 

aQ  transferring  custodial  and  maintenance  services  performed  at  the  State 
Museum  to  the  Properties  and  General  Service  Division! 

b0  relieving  custodial  and  maintenance  personnel  of  guard  duty  and  requesting 
that  Capitol  Police  perform  this  function! 

Co  granting  the  proposed  Director  of  the  Properties  and  General  Service 

Division  direct  and  complete  authority  over  all  custodial  and  maintenance 
activities  performed  on  properties! 

3o  That  collection  of  fees  may  be  improved  and  additional  revenue  sources 

utilised  through? 

ac  developing  and  enforcing  controls  to  check  paid  admittances  at  historic 
properties  against  actual  collections! 

b0  developing  and  maintaining  funds  at  historic  properties  for  making  change 
as  a convenience  for  both  paying  visitors  and  properties’  guides! 
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PREFACE 


The  old  Pennsylvania  Historical  Commission,  forerunner 
of  the  Pennsylvania  Historical  and  Museum  Commission,  was  created 
as  an  independent  agency  by  act  of  the  1913  session  of  the 
General  Assembly®  This  Commission  was  charged  with  the  duty  of 
marking  and  preserving  Hie  antiquities  and  historical  landmarks 
of  Pennsylvania®  The  membership  consisted  of  five  citizens  of 
the  Commonwealth , appointed  by  the  Governor  for  terms  of  four 
years®  Enabling  legislation  provided  for  the  hiring  of  a clerk 
of  the  Commission  and  a curator®  A sum  of  $40,000  was  appropri- 
ated  to  cover  operating  expenses  of  the  first  biennium,  although 
this  figure  was  later  cut  to  $10,000  due  to  financial  exigencies 
of  that  period® 

In  1924  the  Historical  Commission  lost  its  independent 
status  and  became  a departmental  commission  under  the  jurisdiction 
of  the  Department  of  Public  Instruction  where  other  historical 
agencies,  the  State  Museum  and  the  Archives  Division  were  already 
located®  This  arrangement  ended  in  1945  when  attempts  to  mold  a 
coordinated  state  program  of  historical  conservation  and  research 
resulted  in  the  creation  of  the  Pennsylvania  Historical  and  Museum 
Commission® 


The  Pennsylvania  Historical  and  Museum  Commission  is  a 
relatively  new  and  comparatively  unique  agency  of  government®  Its 
existence  of  only  nine  years  began  with  the  passage  of  Act  No®  446 
of  the  General  Assembly  of  1945  when  the  Historical  Commission, 
the  State  Museum,  and  the  Archives  Division  were  consolidated  into 
a single,  independent  agency®  For  the  first  time  these  functions, 
performed  heretofore  by  separate  entities,  were  made  independent 
and  consolidated  into  a single  agency  of  government® 

The  unique  character  of  the  Commission  stems  from  the 
fact  that  no  other  state  has  combined  into  a single,  independent 
agency  historical  and  related  functions  of  the  type  and  scope 
now  administered  by  the  Commission® 

From  an  embryo  in  1913,  the  Pennsylvania  Historical  and 
Museum  Commission  has  developed  to  a point  where  it  expends 
approximately  $800,000  per  biennium,  employ®  124  permanent  and 
part-time  employees,  and  extends  to  the  public  a wide  variety  of 
services®  This  survey,  which  follows,  is  meant  to  be  a constructive 
critique  of  the  Commission0®  present  administrative  organization 
and  practices® 


v 


CHAPTER  I 


HISTORICAL  FUNCTIONS  OF  THE  COMMONWEALTH 


The  conservation  of  Pennsylvania  history  is  a recognized  function  of 
the  Commonweal th0  Legislation  creating  administrative  commissions  such  as  the 
Pennsylvania  Historical  and  Museum  Commission,,  an  independent  agency,  and 
other  independent  and  departmental  commissions  dedicated  to  historical  work, 
attest  to  this  facto  Although  much  of  the  historical  activity  in  the  state  is 
carried  on  by  non= governmental  private  societies  and  organizations,  legislation 
further  provides  for  cooperative  relationships  among  private  and  governmental 
agencies  in  the  administration  of  historical  activities 0 


HISTORICAL  FUNCTIONS  PERFORMED  BY  STATE  AGENCIES 

The  historical  functions  performed  by  state  agencies  other  than  the 
Historical  and  Museum  Commission  are  listed  and  described  belowQ  Historical 
and  Museum  Commission  activities  are  described  and  discussed  in  detail  later 
in  this  report,. 

Functions  Under  the  Department  of  Forests  and  Waters 


The  Department  of  Forests  and  Waters  directly  supervises  the  adminis- 
tration of  eight  historic  areas,  two  of  these  are  recreational  parks  and  the 
remaining  six  are  state  forest  or  park  areas 0 The  eight  historical  parks  ad- 
ministered directly  by  the  -Department  of  Forests  and  Waters  are  listed  and 
described  below 0 

Roosevelt  State  Park,  Bucks  County,,  Sixty-  mile  stretch  of  Delaware 
Di vis 1 oh~o7 Finn sylvan  i a “C anal , now  maintained  as  a recreational  park0 

Pine  Grove  Furnace,  Cumberland  Countya  Remains  of  early  iron  furnace,. 

Part  of  a ‘state  forest  area„ 

Fort  Necessity  State  Park,  Fayette  County „ The  National  Park  Service 
owns  and  manages  two  acres,  the  actual  site  of  the  fort  which  Washington 
surrendered  to  the  French  on  July  4,  1754,  and  has  restored  the  fort„  The 
State  Department  of  Forests  and  Waters  owns  311  acres  entirely  surrounding 
the  Federal  area,  including  the  Mount  Washington  Tavern,  a stage  stop  on  the 
National  Road^  and  Braddockffs  Grave  at  Old  Orchard  Campo 

Caledonia  Furnace,  Franklin  County,,  Remains  of  iron  furnace  owned  by 
Thaddeus  Stevens,  destroyed  by  Confederates  in  1863 0 Part  of  a state  forest 
areaQ 


Stony  Batter,  Franklin  County,,  Site  of  birthplace  of  James  Buchanan, 
1791o”Part  of  a state  forest  areaQ 

French  Creek  State  Park,  Berks  and  Chester  Counties 0 Site  of  early  iron 
manufacturing  area0  As  at Fort  Necessity,  the  state  part  surrounds  a Federal 
park,  Hopewell  Furnace „ 

Greenwood  Furnace,  Huntingdon  County „ Early  iron  furnace,  with  the 
staek“res teredo  PariPof  a recreational  area® 


«=>  0 


Ole  Bull  State  Park;,  Potter  County,,  Remains  of  Norwegian  settlement  led 
by  the" famous'1  violinist „ Part  of  a state  forest  area0 

Commissions  Under  the  Department  of  Forests  and  Waters 


There  are  four  historical  parks  under  departmental  administrative 
commissions  in  the  Department  of  Forests  and  Waters,,  These  are  listed  and 
described  be low „ 

Washington  Crossing  State  Park,,  Bucks  County * Point  of  embarkation  for 
Washington's  troops  "orPattack  against  the  British  at  Trentone 

Valley  Forge  State  Park,  Montgomery  County*  Encampment  of  Continental  Army 
during==wInteF=orT/7W^T7787*=' 

Fort  Washington  State  Parks,  Montgomery  County,,  Encampment  of  Continental 
Army,  1777*  (Note?  This  commission  is  actually  made  up  of  the  Commissioners  of 
Fairmount  P ark™  P h i la  de  Ip  hi  a , and  the  Secretary  of  Forests  and  Waters  0) 

Bushy  Run  Battlefield,  Westmoreland  County,,  Site  of  Bouquet 5 s defeat  of 
the  Indians,  August  5=6,  l7630  (Notes  The  Chairman  of  the  Pennsylvania 
Historical  and  Museum  Commission  Xs~an  ex  officio  member  of  this  commission*) 

Functions  Under  the  Department  of  Military  Affairs 

The  Department  of  Military  Affairs  is  authorized  to  maintain  a war 
history  museum  at  Xndiantown  Gap  in  accordance  with  provisions  of  Section  2801-A 
of  the  Administrative  Code*  This  has  been  effected,  though  to  a limited  degree, 
with  the  aid  and  cooperation  of  the  Commissi  on  *-*- 

The  Department  of  Military  Affairs  also  maintains  and  operates  a 
historic  property,  the  Anthony  Wayne  Memorial  Blockhouse  in  Erie*  This  is  a 
replica  of  the  blockhouse  of  American  Fort  Presque  Isle,  in  which  Wayne  died 
in  1796*  It  is  on  the  grounds  of  the  Soldiers  and  Sailors  Home,  under  the 
Department  of  Military  Affairs* 

Other  Functions  in  Which  the  Commonwealth  Has  a Share 


The  state  has  a supervisory  or  financial  interest  in  three  other 
historic  areas*  They  are  listed  and  described  below* 

Brandywine  Battlefield,  Delaware  County*  Thirty=fxve  acres  of  the  Revo- 
lutionary'  Batfle field,  with  Lafayette °s  headquarters*  Under  the  Brandywine 
Battlefield  Park  Commission,  not  specifically  attached  to  any  department, 
although  the  Department  of  Forests  and  Waters  looks  after  its  fiscal  matters* 

The  Point  Park,  Allegheny  County*  Park  on  the  site  of  Fort  Pitt,  of  which 
one  or  two  bastions’  are  to  be  restored*  State  funds  appropriated  to  it  but 
managed  by  Point  Park  Commission  of  the  City  of  Pittsburgh* 

^•“Throughout  this  report,  for  purposes  of  clarity,  the  titles  "Historical  and 
Museum  Commission"  or  "Commission"  refer  to  the  entire  organization,  including 
the  governing  board  and  the  staff*  The  title  "Commission  Board"  is  used  to 
identify  only  the  Commission  members  serving  as  the  governing  body*  The  title 
"Commission  Staff"  identifies  only  the  Executive  Director  and  staff  employees 
combined  as  an  administrative  group* 
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Independence  Malls  Philadelphia,,  The  state's  share  in  the  development  of 
the  area  around  Independence  Hall  is  mainly  construction  of  street  and  park 
improvements  conducted  under  the  Department  of  Forests  and  Waters 0 


COORDINATION  OF  FUNCTIONS  PERFORMED  BY  PRIVATE  ORGANIZATIONS 


Much  historical  activity  within  the  state  is  carried  on  by  private 
historical  societies « Private  activities  are  coordinated  with  those  of  the 
Commission  through  association  and  participation  by  Commission  Board  members 
and  Commission  Staff  members  in  the  programs  of  the  Pennsylvania  Federation  of 
Historical  Societies  and  in  the  activities  of  subsidiary  member  societies 0 

The  Pennsylvania  Federation  of  Historical  Societies 

The  Pennsylvania  Federation  of  Historical  Societies  lists  100  private 
historical  societies  as  member  organizations 0 Among  its  officers  are  members  of 
the  Commission  and  members  of  the  Commission's  staff 0 

By  custom^  the  director  of  the  Historical  Division  of  the  Commission 
serves  also  as  the  Executive  Secretary  of  the  Federation,,  Most  of  the  Federa- 
tion's business;,  including  preparation  and  distribution  of  the  Federation's  Year 
Book,  is  conducted  in  the  offices  of  the  Historical  Division  and  by  staff  members 
of  that  Division,,  This  arrangement^  while  extraordinary  in  the  sense  that  state 
personnel  and  facilities  are  loaned  to  a private  association,  affords  the  Com- 
mission opportunities  to  coordinate  statewide  historical  activities  and  to  aid 
in  the  cooperative  development  of  historical  societies » 


POWERS 9 DUTIES  AND  FUNCTIONS  OF 
THE  PENNSYLVANIA  HISTORICAL  AND  MUSEUM  COMMISSION 


General  Powers  and  Duties  of  the  Commission 

Powers  ‘and  duties  of  the  Pennsylvania  Historical  and  Museum  Commission 
are  prescribed  in  Section  2801-A  of  the  Administrative  Code  of  1929 „ They  are 
summarized  as  follows? 

To  serve  as  the  official  historical  agency,  to  conserve  Pennsyl- 
vania3 s historic  heritage  and  to  preserve  public  records,  historic 
documents 9 and  objects  of  historic  interest; 

To  act  as  a repository  for  and  to  receive  gifts  or  bequests  of 
relics  or  other  articles  of  historic  interest  and  to  display  same  in 
the  State  Museum  or  in  historical  properties  in  its  custody; 

To  arrange  for  the  care  and  maintenance  of  markers,  monuments, 
memorials  and  buildings  related  to  the  history  of  the  Commonwealth; 

To  conduct  investigations  along  historical  and  archaeological 
lines  and  to  report  findings  of  same  to  the  public; 

To  accept 9 for  the  Commonwealthp  bequests  of  securities  for  the 
endowment  of  the  Commission's  work  in  accordance  with  instructions 
of  the  donors  0 
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Functions  Performed  by  the  Commission 


In  the  fulfillment  of  the  obligations  conferred  upon  it  by  the  General 
Assemblys  the  Commission  performs  those  historical  functions  listed  belows 

Operates  and  maintains  for  public  visitation  15  historic 
properties  in  the  state | 

Operates  and  maintains  the  State  Museum  in  Harrisburg  £ 

Operates  and  maintains  three  branch  museums  located  on  certain 
historic  properties  5 

Designates  location  and  provides,  installs  and  maintains  historic 
markers  ; 

Operates  historical  reference  library  located  in  the  State  Museum; 

Disseminates  information  to  the  public  regarding  Pennsylvania 
history , both  through  publications  and  replies  to  inquiries; 

Performs  historical  and  archaeological  research  to  add  to  the 
collection  of  recorded  Pennsylvania  history; 

Maintains  staff  and  facilities  to  preserve  official  state 
documents  of  historical  value 0 

Specific  Powers  not  Utilized 


Powers  and  duties  of  the  Commission  described  in  Section  2801-A  of  the 
Administrative  Code  are  broad  and  sweeping,.  Certain  of  these  powers  and  duties 
apparently  have  not  been  utilized  by  the  Commission,, 

Contractual  Relationships ; Section  2801-A  (d),  for  example,  empowers 
the  Commission  -Co  ”00o  contract  with  cities , boroughs  and  townships  for  and  on 
behalf  of  the  Commonwealth  or  with  historical  societies  or  other  associations 
with  proper  bond  and  security  for  the  maintenance  of  such  buildings , works  or 
monuments  as  a consideration  for  assistance  in  their  erection,  restoration, 
preservation,  or  marking  by  the  Commission,  0.oB«  Such  action  does  not  require 
legislative  approval  by  the  General  Assembly,,  However,  insofar  as  historic 
properties  are  concerned,  the  Commission  seems  to  have  limited  its  endeavors 
only  to  properties  committed  to  its  custody  by  the  General  Assembly,, 

Preservation  of  Records;  Section  2801-A  (9),  (r),  which  permits  the 
Public  Records  Division  to  examine  into,  and  enforce  laws  pertaining  to  the  care 
of  public  records  in  the  several  offices  of  state  and  local  government  units  has 
not  been  exercised  to  any  significant  extent,, 

Collection  of  Flora  in  the  State  Museum g Section  2801-A  (t)  specifies, 
under  powers  and  duties,  that  tH"e~Cmixmission  is~charged  with  the  preservation  of 
objects  illustrating  the  flora  and  fauna  of  the  state,,  The  Museum5 s exhibits  do 
not  include  illustrations  of  state  flora,, 

Non-Historieal  Functions  Performed  by  the  Commission 

The  Commission0 s staff  currently  extends  several  services  which  would 
not  seem  to  belong  within  the  precise  province  of  historical  activity,.  These 
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are  recreational  services , park  management  services  and  maintenance  of  historic 
markers  o 

Specific  reference  is  made  to  recreational  and  park  facilities  at 
Daniel  Boone  Homestead;  park  facilities  at  Conrad  Weiser  Park,  Governor  Printz 
Park,  Admiral  Peary  Park  and  Drake  Well  Memorial  Park;  and  the  maintenance 
function  of  the  historic  marker  pro gram 0 


SUMMARY  OF  FINDINGS  AND  RECOMMENDATIONS 

The  primary  purpose  of  this  survey  is  to  analyze  and  appraise  the 
organization  and  administrative  mechanisms  employed  to  carry  out  the  existing 
functions  of  the  Commission0  At  the  same  time,  examination  of  the  Commission’s 
functions  as  related  to  similar  functions  of  other  state  agencies  and  private 
organizations,  made  at  the  request  of  the  Commission,  indicates  certain  areas 
where  the  Commission1' s services  might  be  made  more  effective,  and  achievement 
of  its  purposes  enhanced,  by  shifting  of  certain  activities  to  or  from  other 
state  agencies o 

Such  transfers  of  functions  are  not  wholly  within  the  powers  of  the 
Commission  to  accomplish,  and  in  most  instances  would  require  legislative 
actionD  Nevertheless,  possible  functional  realignments  which  might  deserve 
consideration  are  called  to  the  attention  of  the  Commission,,  These  can  serve 
as  a possible  basis  for  discussion  by  the  Commission  with  other  affected  state 
agencies  that  would  lead  to  constructive  joint  action  or  legislative  proposals 0 

The  Commission  performs  certain  functions  which  would  not  normally 
seem  to  be  classified  as  historical  activities „ In  addition  to  park  and 
recreational  functions  these  non-his torical  activities  include  the  maintenance 
phase  of  the  Historic  Marker  Program  which  is  treated  in  the  last  chapter  of 
this  report,,  It  is  suggested,  therefore,  that  the  Commission  study  the  types 
and  scope  of  functions  now  performed  by  its  staff  and  consider  the  development 
of  policy  which  would  more  strictly  limit  its  functions  to  areas  of  historical 
activity,.  The  first  step  in  the  development  of  such  a policy  would  be  for  the 
Commission  to  determine  which  of  the  historic  properties  under  its  control 
necessitate  the  performance  of  park  and  recreational  services  and  to  consider 
a program  for  the  ultimate  transfer  of  park  and  recreational  functions  to  the 
Department  of  Forests  and  Waters „ Certain  historic  installations,  such  as  the 
Daniel  Boone  Homestead,  are  located  on  extensive  land  tracts,,  In  such  cases 
it  is  recommended  that  the  Commission  Board  consider  entering  into  negotiations 
for  transfer  of  grounds  maintenance  as  well  as  park  or  recreational  functions, 
to  the  Department  of  Forests  and  Waters,  but  that  the  Commission  retain  control 
of  the  building  or  historic  installation0 

Although  the  Pennsylvania  Historical  and  Museum  Commission  is  the 
officially  recognized  agency  charged  with  the  conservation  of  this  state’s 
history,  certain  important  Installations,  such  as  those  in  Valley  Forge  State 
Park,  are  administered  by  other  agencies  which  are  not  the  officially  recog- 
nized historical  agency  of  the  state,,  It  is  recommended,  therefore,  that 
buildings  and  historic  installations  which  require  skills  in  antiquities  for 
their  maintenance  and  which  are  currently  administered  by  the  Department  of 
Forests  and  Waters  or  by  commissions  at  state  expense,  should  be  considered  as 
possible  future  accessions  by  the  Historical  and  Museum  Commissione  It  is 
recognized  that  such  action  would  require  consultations  with  affected  depart- 
ments and  implementing  legislation,,  Such  transfers,  if  they  occur,  should 
exclude  large  tracts  of  land  or  any  type  of  facility  which  would  require  the 
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performance  of  a non-historic  function,. 

It  is  suggested;,  also9  that  the  Commission  undertake  a survey  of 
historical  facilities  currently  managed  by  private  societies  to  determine 
the  type  and  extent  of  aid  - short  of  financial  aid  - which  the  Commission 
may  extend  to  encourage  maintenance  and  retention  of  local  historical 
functions  at  the  local  level,. 
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CHAPTER  II 


FUNCTIONS o ORGANIZATION  AND  RELATIONSHIPS 
OF  THE  COMMISSION  BOARD 
AND  THE  COMMISSION  STAFF 


FUNCTIONS  OF  THE  COMMISSION  BOARD 


The  Commission  Board  is  an  administrative  board,,  This  means  that  it 
functions  both  as  a policy  formation  agency  and  as  an  administrative  agency,. 
Section  2801-A  of  the  Administrative  Code  which  vests  powers  in  and  imposes 
duties  upon  the  "Commission”  makes  no  distinction  between  the  Commission  Board 
and  the  Commission  Staff,,  This  and  other  provisions  justify  from  a legal 
standpoint  the  dual  capacity  of  the  Commission  Board  in  which  it  presently 
finds  itselfo 

If  the  recommendations  of  this  report  which  follow  are  adopted,  how- 
ever, the  Commission  Board  would  divorce  itself  from  its  burdensome  administra- 
tive role9  Such  a move  would  not  be  extra-legal  as  Section  304  of  the  Admin- 
istrative Code  states  "the  Commission  shall  appoint  to  serve  at  its  pleasure, 
and,  with  the  approval  of  the  Governor,  fix  the  compensation  of  an  executive 
director  who  shall  attend  to  the  administrative  work  of  the  Commission”,,  The 
Commission  Board  may,  therefore,  impose  upon  the  Executive  Director  and  his 
staff  all  administrative  functions  of  the  Commission  and  effect  a separation  of 
policy  formation  from  administration  which  Is  generally  considered  essential 
for  efficient  operation  of  a governmental  agency,. 

Policy  Formation  by  the  Commission  Board 


The  Commission 9 s prerogatives  of  policy  formation  are  set  forth  in 
Section  2801-A  of  the  Administrative  Code„  Limitations  on  the  Commission0  s 
policy  formation  prerogatives  are  the  same  as  those  imposed  by  the  Governor's 
office  on  most  departments  or  agencies  of  the  Commonwealth „ They  refer  mainly 
to  areas  of  purchasing,  budgeting,  personnel,  control  of  materials  and 
supplies,  and  procedures  in  the  sale  and  printing  of  publications „ The  Com- 
mission, in  spite  of  these  limitations,  enjoys  a rather  wide  framework  within 
which  it  may  formulate  policy „ 

Policy  is  formulated  by  the  Commission,  sitting  as  a body  in  meetings 
held  monthly,.  There  is  every  reason  to  believe  that  accepted  procedures  for 
the  conduct  of  meetings  have  been  employed  by  the  Chairman  and  members  of  the 
Commission  Board,, 

Administrative  functions  Performed  by  the  Commission  Board  and  its  Committees 

Scrutiny  of  Commission  meeting  minutes  indicates  that  policies  formu- 
lated during  the  course  of  meetings  often  are  so  narrow  in  scope  and  so  specific 
that  they  appear  to  be  administrative  or  procedural  directives,  rather  than 
broad  policy  statements,,  Discussions  and  deliberations  concerning  specific 
matters  of  staff  recruitment,  personnel  management,  accessions,  and  details 
regarding  the  Marker  Program  are  a few  examples  of  areas  where  the  Commission 
Board  has  acted  in  an  administrative  capacity  and  has  ruled  on  matters  which 
would  normally  be  dealt  with  by  the  chief  administrator  of  an  agency,. 
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In  addition,  Committees  of  the  Commission  are  frequently  active  in 
the  preparation  of  operating  division  budget  requests  before  they  are  sub= 
mitted  to  the  Executive  Director,,  Planning  the  operating  divisions"  biennial 
program,  closely  allied  to  budget  preparation,  is  often  done  through  the 
joint  efforts  of  heads  of  operating  divisions  and  members  of  Commission  Com- 
mittees o Furthermore,  staff  members  of  operating  divisions  are  directed  at 
times  by  members  of  Commission  Committees  to  perform  tasks  which  are  not  first 
cleared  through  the  Commission"  s chief  administrative  officer,, 

In  general,  much  of  the  Commission" s administrative  work  which  is  re- 
ferred to  in  greater  detail  later  on  in  the  report,  is  performed  by  members  of 
the  Commission  Board  acting  either  as  a body  or  as  members  of  standing 
committees o 


ORGANIZATION  OF  THE  COMMISSION  BOARD 


General  Organization 

Section  30  U of  the  Administrative  Cod.e  states  that  the  Commission 
Board  shall  consist  of  the  Superintendent  of  Public  Instruction,  ex  officio, 
nine  citizens  of  the  Commonwealth,  and  four  members  of  the  General  Assembly, 
two  from  the  Senate  and  two  from  the  House  of  Representatives,,  Members  from 
the  General  Assembly  have  no  voting  rights  and  are  appointed  by  the  President 
pro  tempore  of  the  Senate  and  the  Speaker  of  the  House,  respectively,  and  for 
terms  to  expire  with  their  concurrent  terms  as  legislators,  or  until  successors 
are  appointed „ Citizen  members  are  appointed  by  the  Governor  for  terms  to  ex- 
pire when  successors  are  appointed » The  Governor  designates  one  of  the  citizen 
members  as  Chairman  of  the  Commission,,  Six  members  who  are  not  members  of  the 
General  Assembly  constitute  a quorum,,  Members  serve  without  compensation, 
although  they  may  be  compensated  for  travel  expenses „ 

Committees  of  the  Commission  Board 

The  Commission  has  organized  itself  into  eight  standing  committees o 
Each  committee,  headed,  by  a chairman.  Is  responsible  for  overseeing  the  con- 
duct of  a particular  Commission  function 0 Committees  of  the  Commission  are 
as  follows g 


Public  Records  Committee „ „ . „ . „ . „ „ „ „ „ „ 
Historical  Activities  Committee „ „ . „ „ „ 
Museum  Committee „ „ „ . „ „ „ „ „ „ „ „ „ . „ . . „ „ . » 
Historic  Markers  Committee  „ 0 „ . „ . . . . . . 

Budget  and  Personnel  Committee,,  „ . . . . . 
Building  Committee . „ . . . » . 0 . . » » „ . . „ „ . » 
Legislative  Committee „ . . . . . 0 . „ „ . „ „ 0 . „ 

Properties  Committee . » . . „ 0 0 „ o 0 0 » 0 . „ » » 


. o o o o o 3 members 
o „ o o o o U members 
o o o o o o 3 members 
o „ o o o o b members 
.00000  5 members 
.0.000  3 members 
00..00  2 members 
o.oo.o  6 members 


TOTAL  COMMITTEES  - 8 TOTAL  MEMBERSHIP  30 


Although  Commission  membership  totals  lU,  there  are  30  memberships 
listed  on  standing  committees  0 This  means  that  all  Commission  members 
normally  would  have  to  serve  on  at  least  two  and  possibly  three  or  more 
committees  0 
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As  may  be  noted  on  Chart  No0  1,  page  18,  committees  of  the  Commission 
are  so  organized  that  direct  liaison  with  line  divisions  is  encouraged.  For 
example,,  of  the  eight  standing  committees,  only  three  deal  with  matters  of 
general  concern  to  the  Commission  as  a whole.  The  other  five  committees  are 
set  up  to  oversee  specific  functions  performed  by  respective  operating 
divisions.  The  relationship  appears  thuss 


Committee 

Committee 

Committee 

Committee 

Committee 


on  Public  Records 
on  Historical  Activities 
on  Markers 
on  the  State  Museum 
on  Properties 


=>  Public  Records  Division 
<=  Historical  Division 
~ Historical  Division 
~ Museum  Division 
- Properties  Division 


FUNCTIONS  AND  ORGANIZATION 
OF  THE  EXECUTIVE  AND  OPERATING  DIVISIONS 


The  functions  of  the  Commission  in  addition  to  those  performed  by  the 
Commission  Board  are  distributed  among  the  Executive,  or  management  division, 
and  five  operating  divisions.  The  Executive  Division  is  held  responsible  for 
the  general  management  and  supervision  of  all  commission  activities  which  are 
performed  by  the  Properties,  Historical,  Museum,  Public  Records  and  Folklore 
Divisions,  Two  of  the  operating  divisions,  the  Historical  and  Museum  Divisions, 
are  further  subdivided  into  sections.  The  Commission8  s present  organizational 
structure  is  shown  on  Chart  I,  page  18 , Personnel  of  the  Divisions  are  listed 
by  positions  in  the  Appendix  and  are  generally  recapitulated  on  Chart  I, 

Executive  Division 


Functions!  The  Executive  Division  is  supervised  by  the  Executive 
Director  who  is  held  responsible  for  general  supervisory  and  coordinative  work 
necessary  for  agency  operation  and  who  also  presently  heads  the  Properties  and 
Museum  Divisions,  Functions  assigned  to  the  Executive  Division  and  which  come 
under  the  immediate  jurisdiction  of  the  Executive  Director  are  listed  and 
described  be lows 

Personnel  management  and  recruitment  is  limited  almost  entirely  to 
keeping  records  on  employees  as  actual  recruitment  is  performed  by  the 
Governor8  s Personnel  Secretary,  The  Executive  Director  may  ratify  the 
appointment  of  non-professional  employees  recruited  by  the  Governor8  s 
Personnel  Secretary  whereas  the  appointment  of  employees  of  the  pro- 
fessional level  are  ratified  by  the  Commission  Board, 

Budgetary  preparation  and  control,  though  assigned  to  the  Executive 
Division,  is  not  really  in  this  case  entirely  an  executive  function.  The 
Comptroller,  an  employee  of  the  Executive  Division  and  who  is  responsible 
for  the  physical  preparation  and  control  of  the  budget,  is  jointly 
responsible  to  the  Governor8  s Budget  Secretary  and  the  Executive  Director 
of  the  Commission,  Furthermore,  budget  preparation  is  executed  at  the 
operating  division  level  usually  by  the  head  of  the  operating  division 
acting  in  concert  with  his  committee.  The  Executive  Director  may  advise 
division  heads  as  to  the  relation  of  their  expenditures  to  allotments 
granted  and  may  enforce  conformance  of  division  expenditures  to  the 
planned  budget.  The  Executive  Director  may  authorize  transfers  of  funds 
among  objects  of  expenditure  within  given  activities,  but  transfer  of 
funds  among  activities  must  receive  Commission  Board  authorization. 
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Purchasing  is  conducted  according  to  the  prescribed  procedures  of  tfre 
Department  of  Properties  and  Supplies,  Items  over  $50  are  purchased  by 
the  Department  of  Properties  and  Supplies , while  smaller  items  can  be 
purchased  in  the  field  directly  by  the  Comptroller  with  the  authorization 
of  the  Executive  Director, 

Inspection  of  historic  properties  is  performed  by  the  Maintenance 
Inspector  who  is  assigned  to  the  Executive  Division  and  who  reports 
directly  to  the  Executive  Director, 

Liaison  is  maintained  with  the  Governor's  Office,  property  advisory 
boards , and  other  state  agencies. 

Messenger  and  packaging  services,  auxiliary  in  nature.,  are  also 
functions  assigned  to  the  Executive  Division, 

Organizationg  Headed  by  the  Executive  Director,  this  division  is 
staffed  with  nine  permanent  employees,  four  of  whom  report  directly  to  the 
Executive  Director,  Principal,  employees  of  this  division  are  the  Comptroller, 
the  Maintenance  Inspector,  the  Principal  Personnel  Clerk  and  the  Secretary  to 
the  Executive  Director, 

In  accordance  with  provisions  in  the  Administrative  Code,  referred  to 
previously,  the  Executive  Director  is  appointed  by  and  reports  to  the 
Commission  Board, 

Properties  Division 

Functions g Operation  and  maintenance  of  15>  historic  properties 
located  in  scattered  areas  of  the  state  is  the  primary  function  of  this  division. 
Because  characteristics  of  these  properties  vary,  and  because  all  historic 
properties  are  in  a sense  museums,  the  Properties  Division  engages  in  certain 
technical  services  which  probably  should  not  be  under  its  jurisdiction.  Four 
properties  require  the  performance  of  park  functions,  three  are  branch  museums 
and  one  is  essentially  a recreational  area.  Restoration  of  historic  installs.- 
tions  and  the  conduct,  of  guide  services  are  additional  services  performed  by 
this  division. 

This  division,  which  is  generally  considered  a custodial  and  maintenance 
unit,  performs  technical  or  specialized  services  mentioned  above  which  might 
better  be  assigned  to  divisions  of  the  Commission  which  are  staffed  with  tech- 
nicians and  already  perform,  technical  functions, 

Organizationg  Although  it  is  a separate  division  and  employes  the 
largest  staff,  h9  employees  as  of  August  2,  195U,  of  all  divisions  of  the  Com- 
mission, the  Properties  Division  operates  without  a full-time  director. 

Rather,  the  Executive  Director,  in  addition  to  other  duties,  directs  the  adminis- 
tration of  15  widely  scattered  historic  properties  under  Commission  jurisdiction. 

In  this  division,  1$  employees  who  are  property  heads,  report  to  and 
receive  supervision  from  the  Executive  Director,  Much  of  the  liaison  between 
the  properties  personnel  and  the  Executive  Director  Is  effected  through  scheduled 
visitations  of  the  Maintenance  Inspector  to  properties  and  through  weekly  in- 
spectional  reports  forwarded,  by  the  Inspector  to  the  Executive  Director,  Super- 
visory properties  personnel,  submit  written  reports  to  the  Executive  Director 
each  month. 
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Museum  Division 


Functions?  Operation  cf  the  State  Museum  and  the  conduct  of  all 
activities~pert  airing  thereto,  constitute  in  toto  the  functions  of  the 
Museum  Divisions  In  order  to  carry  out  its  broad  functions,  specific 
activities  are  entailed  which  include  the  preparation  and  display  of  exhibits 
which  are  based  on  the  research  and  collections  of  the  archaeological  and 
folk  history  staff , The  staff  also  catalogues , records  and  stores  when 
necessary  all  museum  accessions. 

Museum  guide  services  are  available  for  scheduled  tours , 

Classes  in  folk  life  and  nature  study  are  conducted  for  children  who 
visit  the  Museum0 

Photographic  services  are  an  assigned  function  of  the  Folk  History 
Section  of  this  division , It  has  reportedly  been  difficult  for  other  divisions 
which  require  them  to  obtain  these  services  from  the  Museum  Division,, 

Custody  and  maintenance  of  the  Museum  Building  is  a nontechnical 
activity,  assigned  to  the  Folk  History  Section  of  the  Museum  Division,  In  this 
instance  a technical  agency  is  charged  with  the  performance  of  a nontechnical 
function.  Photographic  services  and  custodial  and  maintenance  services  are 
general  service  functions  and  should  probably  be  relocated  within  the  Com- 
mission8 s structure  in  a division  or  section  where  they  could  be  of  equal  ser- 
vice to  all  divisions. 

Organisations  The  Museum  Division  is  organized  into  three  subsidiary 
sections  ~ the  Preparatory , Anthropology  and  Folk  History  Sections,  The  Museum 
Guide  and  her  assistant  render  services  independent  of  and  are  not  attached  to 
any  of  the  above  sections , though  they  are  members  of  the  Museum  Division’s  staff. 

The  directorship  of  the  Museum  Division  is  currently  vacant.  The 
result  is  that  the  Executive  Director  is  presently  responsible  for  overseeing 
this  division’s  activities^  whereas*  if  this  vacancy  were  filled,  this  division's 
director  would  be  the  only  subordinate  reporting  to  the  Executive  Director, 

There  are  currently  five  employees  reporting  to  and  supervised  by  him. 

Thirteen  permanent,  one  hourly  and  three  per  diem  employees  constitute 
the  Museum  Division* s staff. 

Historical  Division 

Functions?  Research  in  matters  of  historical  significance  to  Pennsyl- 
vania and  the  preservation  and  publication  of  findings  are  the  fundamental 
objectives  of  the  Historical  Division,  Routine  activities  of  this  division 
fulfill  these  objectives. 

Other  duties  entail.? 

Editing  of  all  commission  publications,  most  of  which  originate  with 
the  Historical  Division 3 

Operation  of  an  historical  library  which  is  maintained  independently 
of  the  State  Library  for  reasons  of  convenience $ 

Handling  and  filling  orders  for  printed  publications! 

Operating  an  information  service  for  persons  interested  in 
Pennsylvania  history! 
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The  development  of  a publicity  program,  the  subject  of  which  is 
treated  in  detail  in  Chapter  IV j 

Liaison  with  private  historical  societies,  discussed  in  Chapter  Ij 

Operation,  maintenance  and  affiliated  inspectional  services  of  the 
Marker  Program  which  are  treated  fully  in  Chapter  V; 

Mimeographing  and  reproduction  services  for  all  divisions  of  the 
Commission o 

The  Historical  Division,  as  in  the  case  of  the  Museum  Division,  per- 
forms technical,  non-technical,  and/or  general  service  functions , Ensuing 
recommendations  suggest  a realignment  of  activities  and  functions  which  would 
divorce  the  Historical  Division  from  non-technical  and  general  service 
functions  and  activities  which  might  be  more  efficiently  executed  under  the 
jurisdiction  of  other  divisions 0 

Organizations  The  Historical  Research,  Publications,  and  Marker  Pro- 
gram sections  constitute  the  principal  subdivisions  of  the  Historical  Division,, 
The  division  also  includes  within  Its  organizational  framework  a research  and 
reference  library  and  efforts  are  currently  directed  toward  the  creation  of  a 
publicity  section. 

The  State  Historian  directs  the  activities  of  the  staff  which  con- 
sists of  13  permanent,  one  hourly  and  three  per  diem  employees.  The  State 
Historian  reports  to  the  Executive  Director  and  to  the  Committee  on  Historical 
Activities, 

Public  Records  Division 

Functions s In  general,  the  Public  Records  Division  performs  an 
archival  function.  This  is  done  by  engaging  its  staff  in  specific  activities, 
such  asg 

Custody  of  records  of  permanent  valuer 

Investigation  and  approval  by  request  of  other  agencies  of  state 
government  for  records  disposals 5 

Cataloguing  and  making  inventories  of  records  held| 

Answering  inquiries  concerning  records  under  its  jurisdiction $ 

Conducting  continual  research  among  archival  materials. 

The  last  named  activity,  archival  research,  as  actually  performed 
might  properly  be  classified  as  historical  research,  more  logically  a proper 
function  of  the  Historical  Division, 

Organizations  The  staff  of  the  Public  Records  Division  consists  of 
six  permanent  and  three  per  diem,  employees.  The  Chief  Archivist  heads  this 
division  and  reports  to  the  Executive  Director  and  to  the  Cbmm.ittee  on  Public 
Records, 
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Folklore  Division 


Functions s Essentially,  this  division  is  engaged  in  the  collection, 
preservation  and  publication  of  folklore  materials « This  function  is  closely 
related  to  activities  engaged  in  by  the  Historical  Division  and  might 
logically  be  integrated  into  that  division5 s program. 

Organizations  Two  full-time  employees  , the  Chief  Folklorist  who  re- 
ports directly  to  the  Executive  Director , and  his  secretary , constitute  the 
entire  staff  of  this  division. 


ORGANIZATIONAL  RELATIONSHIPS 


Study  of  the  organizational  and  functional  structure  of  the  Com- 
mission reveals  the  existence  of  various  intra-organizational  relationships 
which  are  described  below. 

Relationships  Between  the  Commission  Board  and  the  Executive  Director 

Other  than  Section  30U  of  the  Administrative  Code,  which  pertains 
generally  to  the  appointment  and  fixing  of  compensation  of  the  Executive 
Director , no  other  legal  provision  specifies  what  relationship  shall  exist  be- 
tween  the  Commission  and  Executive  Director,  Furthermore,  there  appears  to 
have  been  no  formal  policy  established  by  the  Commission  Board  to  define  this 
relationship. 

Monthly  meetings  of  the  Commission  Boards  which  the  Executive 
Director  attends,  provide  the  most  effective  medium  of  contact  between  the 
governing  body  and  the  administrative  staff.  During  the  course  of  these  meet- 
ings reports  on  Commission  staff  activities  are  made  by  chairmen  of  committees 
and  by  the  Executive  Director,  Minutes  of  Commission  Board  meetings  indicate 
that  specific  administrative  matters  rather  than  questions  of  policy  are 
usually  the  subject  of  discussion. 

Certain  amounts  of  business  are  conducted  by  the  Executive  Director 
with  members  of  the  Commission  Board  over  the  telephone  and  through  corres- 
pondence, Specific  administrative  problems  in  which  a member  of  the  Com- 
mission Board  may  be  particularly  interested  are  usually  the  types  of  matters 
concerned. 

Relationships  Between  Committees  of  the  Commission.  Board  and  Operating  Divisions 


Heads  of  operating  divisions  report  to  and  receive  supervision  from 
committees  of  the  Commission  Board,  Consultations  on  administrative  matters 
are  held  from  time  to  time  between  heads  of  operating  divisions  and  committees. 
The  existence  of  this  relationship  stems  from  the  fact  that  the  Commission 
Board  is  organized  as  an  administrative  commission.  Accordingly,  most  of  the 
standing  committees  were  set  up  to  parallel  existing  divisions  within  the 
Commission,  and  engage  in  administrative  rather  than  advisory  activities. 

Relationships  Between  the  Executive  Director  and  His  Subordinates 


Analysis  of  supervisory-subordinate  relationships  reveals  that  27 
subordinates  of  varying  levels  of  authority  currently  report  directly  to  the 
Executive  Director,  This  results  largely  from  the  fact  that  the  Executive 
Director  heads  two  operating  divisions  in  addition  to  the  Executive  Division, 
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When  a director  of  the  Museum  Division  is  appointed,  this  number  will  be 
reduced  to  23  subordinates  directly  responsible  to  the  Executive  Director,, 
Fifteen  of  this  number  are  supervisory  personnel  on  historic  properties „ 

The  appointment  of  a Properties  Division  head  would  reduce  the  number  of 
immediate  subordinates  to  eighto  Three  directors  of  operating  divisions 
and  four  employees  of  the  Executive  Division  report  directly  to  the 
Executive  Director,, 

Ordinarily,  it  is  not  desirable  to  have  so  large  a number  of  sub- 
ordinates reporting  to  a chief  administrator , nor  is  it  desirable  for  a chief 
administrator  to  head  operating  divisions „ As  in  this  case,  the  administrator’s 
span  of  attention  is  so  broad  as  to  prevent  careful  supervision  of  more  im- 
portant and  less  specific  areas  of  management 0 

Relationships  Between  Property  Advisory  Boards  and  the  Commission 

There  are  seven  Advisory  Boards  created  either  by  act  of  the  General 
Assembly,  or  by  the  Commission  Board  for  advice  on  the  management  of  historic 
properties o These  ares 

Pottsgrove  Mansion  Advisory  Board 
Pennsbury  Manor  Advisory  Board. 

Daniel  Boone  Homestead  Advisory  Board 
Drake  Well  Memorial  Park  Advisory  Board 
Old  Economy  Advisory  Board 
Flagship  Niagara  Advisory  Board  (inactive) 

Ephrata  Cloister  Advisory  Board  (inactive) 

In  a few  instances,  supervisory  employees  of  historic  properties  have 
indicated  that  they  are  supervised  by  and  report  to  the  advisory  board  assigned 
to  the  property  where  they  work„  In  other  words,  the  advisory  board,  in  per- 
forming an  administrative  function,  steps  out  of  its  normal  advisory  role,  the 
result  being  that  internal  administrative  control  of  Commission  affairs  is 
weakened o 
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FINDINGS  AND  RECOMMENDATIONS 


It  must  be  recognized  that  perfection  of  organizational  arrangements 
does  not 9 per  se,  guarantee  effective  management,,  By  the  same  token,  orderly 
and  definitive  assignment  of  authority  and  of  responsibility  for  the  various 
types  and  kinds  of  tasks  to  be  accomplished  is  fundamental  to  adequate  and 
efficient  performance© 

The  findings  outlined  in  the  foregoing  sections  of  this  chapter 
reveal  certain  weaknesses  in  the  organizational  pattern  which  it  is  believed 
are  impediments  to  effective  planning  and  execution  of  the  Commission's 
functions©  These  are  summarized  below,  together  with  suggestions  for  re- 
alignment of  functions  and  authority  which  it  is  believed  would  remedy  the 
weaknesses 9 and  provide  a simplified  and  improved  organizational  framework 
conducive  to  more  responsible  and  efficient  performance© 


The  Commission  Board  currently  acts  in  a dual  capacity  - it  makes 
policy  and  to  a certain  degree  administers  policy©  As  indicated  in  the  text 
of  this  chapter  it  is  believed  that  this  dual  role  which  it  now  performs 
imposes  unnecessary  burdens  upon  the  Commission  Board  and  diverts  its 
attention  from  the  more  important  functions  of  planning,  programming  and 
policy-making©  It  also  creates  certain  administrative  weaknesses  within 
this  agency  which  separation  of  policy  from  administration  should  help  to 
correct© 


It  is  recommended,  therefore,  that  the  Commission  Board  relieve 
itself  of  the  burdensome  details  of  administration  by  assigning  to  the 
Executive  Director  full  responsibility  for  performance  of  the  administrative 
function  and  execution  of  the  policies  and  programs  established  by  the  Board. 
At  the  same  time,  it  would  be  necessary  to  confer  upon  the  Executive  Director 
the  full  authority  necessary  for  the  performance  of  these  management  duties© 

In  addition  to  strengthening  generally  the  internal  administrative 
structure  of  the  Commission,  this  would  make  a single  person  accountable  for 
proper  administration  of  policies  formulated  by  the  Commission  Board© 

Creation  of  Executive  Commit  tee 


The  present  administrative  committees  of  the  Commission  Board,  in- 
sofar as  they  are  active,  oversee  the  corresponding  activities  of  the 
Commission  Staff©  This  results  in  division  of  administrative  authority  and 
responsibility  which  is  conducive  to  confusion  and  indecision  in  the  manage- 
ment of  the  agency0 s operations©  Concentration  of  the  administrative  function 
in  the  office  of  Executive  Director  would  make  administrative  committees 
superfluous  within  the  Commission  Board's  structure©  It  is  recommended, 
therefore,  that  the  Commission  Board  consider  replacing  its  committee  system 
with  a single  Executive  Committee©  See  Chart  II,  page  19© 

An  Executive  Committee  could  consist  of  four  members  elected  by 
the  Commission  Board  from  its  membership,  the  Chairman  of  the  Commission 
Board  serving  as  the  fifth  member  and  as  Chairman  of  the  Executive  Committee, 
Less  unwieldy  than  the  fourteen  member  Commission  Board,  the  Executive 
Committee  could  meet  monthly  or  more  often  as  occasion  may  demand  to  advise 
the  Executive  Director  on  matters  of  policy  detail,  and  at  the  same  time 
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keep  members  of  the  Commission  Board  informed  of  important  happenings  0 

The  formulation  of  major  Commission  plans  and  programs  and  the 
consideration  of  matters  affecting  broad  policy,  it  is  suggested,  are  functions 
which  the  whole  Commission  Board  could  perform  at  regularly  scheduled  meetings 
held  quarterly0  Special  meetings  of  the  Commission  Board  could  be  called  by 
the  Executive  Committee  to  negotiate  matters  of  more  than  routine  importance, 
if  and  when  deemed  necessary0 

To  implement  this  proposed  division  of  policy-making  and  policy- 
execution  between  the  Commission  Board  and  the  Executive  Director,  revision 
and  strengthening  of  the  methods  and  media  of  administrative  reporting  by 
the  Executive  Director  to  the  proposed  Executive  Committee  and  the  Commission 
Board,  as  recommended  in  Chapter  III,  are  considered  essential. 

Limitations  of  Advisory  Board0 s Role 

It  is  acknowledged  that  advisory  boards  made  up  of  local  representa- 
tives and  reflecting  local  interests,  can  serve  a useful  purpose  in  the 
administration  of  certain  historic  properties.  Such  committees,  however, 
when  they  undertake  to  direct  and  supervise  the  activities  of  Commission 
staff  assigned  to  historic  properties,  interfere  with  and  weaken  proper 
administrative  control  by  the  Executive  Director,  It  is  therefore  recommend- 
ed that  the  Commission  adopt,  as  a policy,  limitation  of  the  activities  and 
functions  of  properties  advisory  boards  to  advising  the  Commission  and  its 
Executive  Director, 

Suggested  Realignment  of  Functions 

In  order  that  operating  divisions  of  the  Commission  may  effect  their 
programs  as  efficiently  as  possible,  all  functions  should  be  assigned  to  work 
units  best  equipped  to  carry  them  out.  The  work  of  the  Commission  is  currently 
performed  by  one  executive  and  five  operating  divisions.  It  is  believed  that 
effective  performance  of  the  Commission" s activities  might  be  facilitated  by 
distribution  of  its  functions  among  one  executive  division,  one  auxiliary  or 
"housekeeping"  division  and  three  operating  divisions.  See  Chart  II,  page  19, 
The  general  functions  of  these  divisions  should  be  as  follows s 

The  Executive  Division,  in  effect  the  Executive  Director,  should 
have  full  responsibility  and  authority  for  the  control,  management  and 
coordination  of  all  operating  and  auxiliary  activities. 

In  order  to  permit  the  Executive  Director  to  devote  his  full 
attention  to  management  and  general  supervisory  duties,  efforts 
should  be  accelerated  to  recruit  a qualified  person  to  head  the 
Museum  Division,  relieving  the  Executive  Director  of  direct 
responsibility  for  this  function.  Also,  a new  position  should  be 
created  and  filled  by  a person  properly  qualified  to  assume  direct 
responsibility,  now  assigned  the  Executive  Director,  for  maintenance 
of  properties  and  other  "housekeeping"  type  activities,  suggested  to 
be  regrouped  under  a reconstituted  "Properties  and  General  Service 
Division" \ 

The  Properties  and  General  Service  Division,  replacing  the  present 
Properties  Division,  should  perform  non-technical,  general  service 
functions  auxiliary  to  all  divisions,  such  as  maintenance  and  custodial 
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work  (including  custody  and  maintenance  of  the  State  Museum  and 
historic  properties ),  photographic , messenger  and  similar  services; 

The  Historical  Division  should  engage  in  historical  research  and 
publication  of  the  results  of  such  research,,  including  folklore  activities 
presently  performed  by  the  Folklore  Division; 

The  Museum  Division  should  have  under  its  jurisdiction  all  techni- 
cal and  professional  museum  activities  involving  restoration,  recon- 
struction;, preparation  and  display  of  historic  properties  and  museum 
objects ; 

The  Public  Records  Division  should  be  the  custodian  of  public 
records  of  historic  importance  and  should  coordinate  its  activities 
with  the  Division  of  Records  Management  in  the  Budget  Bureau  of  the 
Governor °s  Office 0 

Proposed  Transfer  of  Specific  Functions 

In  order  to  effect  a more  efficient  distribution  of  functions  among 
divisions  of  the  Commission,  as  outlined  above,  it  is  recommended? 

That  inspection  of  historic  properties  and  messenger  and  packaging 
services  be  removed  fr cm  the  Executive  Division  and  be  reassigned  to 
the  newly  reconstituted  Properties  and  General  Service  Division; 

That  the  technical  direction  of  branch  museums  and  historic 
properties  be  transferred  from  the  jurisdiction  of  the  present 
Properties  Division  to  the  Museum  Division; 

That  custodial  and  maintenance  services  and  photographic  services 
be  transferred  from  the  Museum  Division  to  the  Properties  and  General 
Service  Division; 

That  the  publicity  function  now  performed  by  the  Historical 
Division  be  assigned  to  the  Executive  Division;  and  the  processing 
of  publications  requests,  the  inspection  and  maintenance  of  historic 
markers,  as  well  as  mimeographing  and  reproduction  work,  also  current 
functions  of  the  Historical  Division,  be  transferred  to  the  Properties 
and  General  Service  Division; 

That  historical  research  among  archival  materials,  now  consider- 
ed a function  of  the  Public  Records  Division  be  assigned  to  the 

Historical  Division,, 
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Subject  to  technical  control  of  Governor  1 n Office 


CHART  II 

SUGGESTED  ORGANIZATION  OF 
PENNSYLVANIA  HISTORICAL  AND  MUSEUM  COMMISSION 


^Subject  to  technical  control  of  Governor's  Office 


Direct  line  of  command 
Advisory  or  service  relationship 
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CHAPTER  III 


EXECUTIVE  MANAGEMENT  AND  AUXILIARY  SERVICES 

If  the  recommendations  included  in  Chapter  II  are  adopted,  the 
Executive  Director  will  possess  greater  administrative  authority,,  In  order 
that  executive  responsibilities  may  be  carried  out  efficiently  and  in 
accordance  with  the  policies  of  the  Commission  Board,  it  will  be  necessary 
to  modify  some  management  principles  already  in  use  and  employ  certain 
additional  tools  of  executive  management,. 


ELEMENTS  OF  EXECUTIVE  MANAGEMENT 

The  job  of  executive  management  may  be  properly  broken  down  into 
specific  elements  which  are  analyzed  below  in  accordance  with  the  manner  in 
which  they  are  now  performed  within  the  Commission's  structure,, 

Planning 


Very  broad  plans  are  worked  out  each  biennium  in  conjunction  with 
the  preparation  of  the  budget,.  Such  plans,  however,  merely  consist  of 
justifications  or  requests  for  large  capital  expenditures,  as  well  as  a 
statement  of  reasons  why  certain  budget  requests  may  be  in  excess  of  the 
previous  biennium9  s allocations,,  In  a strict  sense,  these  are  not  plans 
at  all,  but  rather  basic  justifications  for  budget  requests,, 

Less  formal  planning  occurs  periodically  during  conferences  held 
between  the  Executive  Director  and  individual  members  of  his  staff,  between 
members  of  the  Commission  Board  and  members  of  the  staff,  and  at  meetings 
of  the  Commission  Board,, 

Staffing  and  Personnel  Management 

Only  non-professional  employees  owe  their  appointments  to  the 
Executive  Director,,  Professional  staff  are  appointed  by  the  Commission 
Board  and  are  often  interviewed  by  committees  or  members  of  the  Commission 
Boar do  It  has  been  pointed  out  in  Chapter  II  that  the  personnel  function 
performed  by  the  Commission  is  limited  to  a large  degree  by  regulations 
of  the  Governor0 s Personnel  Secretary 0 

Because  the  Commission  Board  meets  monthly,  except  for  summer 
months  when  it  does  not  meet  at  all,  and  because  the  Commission  Board 
must  pass  on  the  appointment  of  applicants  for  professional  positions, 
it  is  sometimes  difficult  to  recruit  employees  of  the  professional  level,, 
Most  applicants  prefer  immediate  action  on  their  prospective  appointments 0 

Personnel  management  within  the  Commission  is  largely  a matter  of 
keeping  records „ This  is  performed  efficiently  by  the  Principal  Personnel 
Clerk,  though  there  is  evidence  that  operating  divisions  are  frequently 
tardy  in  transmitting  employee  information  essential  for  keeping  personnel 
files  up  to  date a 

Employees  of  the  Commission  are  classified  in  accordance  with  the 
permanence  of  their  employment  statusQ  Whether  they  appear  on  the  payroll 
as  permanent,  per  diem,  or  hourly  employees  is  dependent  upon  the 


- 20  - 


Executive  Director 9s  discretion  whose  decision  apparently  is  not  guided 
by  written  policy  as  no  such  policy  exists. 

Information  on  Commission  personnel  is  maintained  in  a file 
in  the  Executive  Director’s  office  and  duplicates  information  held  in  a 
file  located  in  the  Principal  Personnel  Clerk's  adjoining  office. 

There  is  no  system  for  reviewing  employee  performance  regularly,, 
As  a result s the  Executive  Director  is  not  fully  aware  of  the  level  of 
on-the-job  efficiency 0 Furthermore,  known  instances  of  gross  inefficiency 
have  not  received  positive  action. 

It  is  observed  that  the  Commission  Board  and  the  Executive 
Director  usually  have  to  formulate  job  specifications  for  a vacant 
position  when  action  to  fill  a vacancy  is  begun.  This  results  from  the 
fact  that  job  specifications  for  all  Commission  positions  have  hot  been 
written  up  in  advance  and  are  not  available  for  immediate  use  when 
vacancies  occur 0 

Directing 


Directives  emanate  from  the  Commission  Boards  committees  of  the 
Commission  and,,  in  some  instances,,  from  Advisory  Boards  of  historic 
properties  and  from  the  Executive  Director,  For  example,,  administrative 
directives  may  be  found  among  the  minutes  of  Commission  Board  meetings. 
Less  formal  direction  from  Commission  Board  members  is  extended  to 
operating  division  employees  during  meetings  held  between  Committees  of 
the  Commission  and  Directors  of  operating  divisions.  Members  of  certain 
advisory  boards  direct  the  activities  of  employees  of  historic  properties 
to  which  they  are  attached.  The  Executive  Director  through  informal 
meetings  held  with  individual  subordinates 9 through  telephone  conversa* 
tions  with  individual  employees s and  by  written  memoranda  directs  staff 
activities.  Direction  emanating  from  several  sources  tends  to  confuse 
and  diffuse  administrative  management. 

The  most  effective  tools  for  staff  direction  are  not  currently 
employed.  They  ares  periodic  staff  meetings,,  called  by  the  Executive 
Director  and  attended  by  heads  of  operating  divisions  and  other  top-level 
employees  and  a formal  compilation  of  written  administrative  directives 
bound  in  notebook  form  and  issued  to  every  operating  division  head.  It 
may  be  noted  here9  as  well9  that  there  is  no  compendium  made  of  Commission 
Board  policy  within  which  administrative  directives  are  formulated. 

Coordination 

Interrelating  the  activities  of  the  several  organizational 
divisions  of  the  Commission  is  a most  difficult  task.  Satisfactory 
coordination  of  activities  is  currently  hampered  in  part  by  deficiencies 
in  organizational  and  functional  structure.  Organization  and  functions 
of  the  Commission  are  stressed  in  Chapter  II, 

Ineffective  reporting  to  the  Commission  Board  by  the  Executive 
Director  and  non-uniform  and  infrequent  reporting  of  the  Executive 
Director  to  his  subordinate  staff  prevents  the  Commission  Board,,  as  well 
as  operating  division  heads  from  being  fully  informed  of  activities. 


Directors  of  operating  divisions 9 it  is  reported?  are  often 
unaware  of  what  other  divisions  are  doing0 

Absence  of  effective  long-range  planning  and  the  failure  to 
integrate  planning^  budgeting  and  reporting  are  further  deterrents  to 
coordination  of  activities 0 

The  lack  of  proper  coordination  is  evidenced  by  the  fact  that 
operating  division  heads  apparently  are  not  adequately  informed  of  other 
divisions"  activities,.  The  Executive  Director,,  as  welly  is  not  constantly 
aware  of  the  status  and  nature  of  some  activities  engaged  in  by  operating 
divisions,,  Duplication  of  functions  among  divisions  is  additional 
evidence  that  effective  coordination  within  the  Commission  structure  has 
not  been  achieved,.  For  examples,  inspection  of  historic  markers  5 an 
activity  of  the  Historical  Division^  and  similar  mspectional  services 
of  historic  properties  performed  by  the  Executive  Division  could  be  con- 
solidated in  a single  position  under  one  division,,  Guide  services  are 
extended  by  both  the  Museum  and  Properties  Divisions  without  any  central 
direction  or  coordination  Museums  are  operated  by  both  the  Museum 
and  Properties  divisions  with  less  coordinative  effort  than  seems 
desirable,.  The  Anthropology  Section  of  the  Museum  Division  does  its 
own  photographic  work9  in  spite  of  the  fact  that  a professional  photo- 
grapher is  employed  on  the  staff  of  the  Folk  History  Section  of  the 
same  division 

Budgeting 


Budget  preparation  and  procedures  follow  the  detailed  require- 
ments stipulated  by  the  Governor" s Budget  Office,,  Within  this  specific 
operational  framework,  however;,  certain  areas  of  budget  procedure  appear 
to  need  attention. 

Budget  requests  sent  to  the  Executive  Director  from  operating 
divisions  are  not  accompanied  by  a complete  work  program  of  anticipated 
activities  for  the  forthcoming  biennium 

Members  of  Commission  committees  play  a positive  role  in  the 
preparation  of  budget  requests  at  the  operating  division  level,  These 
same  committee  members  sitting  as  the  Budget  Committee 9 review  requests 
and  later  pass  on  the  acceptance  of  the  budget  when  it  is  presented  to 
the  Commission  Board  for  official  action.  In  view  of  these  facts „ the 
budget  is  hardly  a creation  of  the  Executive  Director, 

The  monthly  budget  statement  forwarded  to  each  division  and  to 
the  Commission  Board  though  commendable  in. principle;,  is  not  accompanied 
by  supporting  statements  explaining  compliance  or  non-compliance  of 
divisions  with  budget  and  long-range  activity  plans.  Furthermore , the 
statement  under  the  heading  "Biennial  Expenditures  to  Date"  includes 
expenditures  during  previous  biennia9  combining  current  and  prior 
expenditures  in  one  total  for  appropriations  of  previous  biennia. 

It  is  difficulty  therefore,  to  determine  total  costs  of  an  activity 
or  function  during  a current  biennium  and  segregate  current  biennial 
expenditures  from  those  which  my  have  been  made  during  a prior  biennium. 
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Reporting 


Reports  of  the  Executive  Director  to  the  Commission  Board  lack 
certain  requisites  necessary  to  do  an  adequate  job  of  informingo  There 
is  no  formal  comparison  of  monthly  w ork  accomplishments  with  a biennial 
plan  or  predetermined  schedule  of  activities 0 The  somewhat  narrative 
format  of  the  Executive  Director0 s reports  makes  it  difficult  to  pin- 
point actual  areas  where  progress  has  been  made  or  where  work  is  behind 
schedule o 


Reports  of  operating  divisions  to  the  Executive  Director  may  be 
criticized  in  ti'ie  same  manner  as  executive  reporting  is  criticized  above0 

In  addition,,  weekly  reports  of  the  properties  inspector  to  the 
Executive  Director 9 which  in  a sense  may  be  put  in  the  same  class  as 
operating  division  reporting,,  coi  tain  much  superfluous  information  and  less 
detail  on  construction,,  maintenance,,  and  custodial  matters  than  would 
seem  necessary 0 Standard  inspectional  forms  for  reporting  on  properties 
are  not  utilized*,  Hence 9 these  reports  also  follow  a loose  narrative 
pattern  and  are  probably  of  little  actual  value*, 

Keeping  subordinates  informed  iss  in  a sense 9 a part  of  the 
directing  phase  of  the  management  jobQ  Under  the  sub-section  entitled 
"directing**  in  this  chapter  9 it  is  stated  that  the  Executive  Director 
uses  neither  staff  meetings  nor  manuals  or  notebooks  of  compiled 
administrative  directives  as  management  aidsQ  This  means  that  the  two 
most  effective  media  for  keeping  the  operating  staff  informed  are  not 
being  utilized,, 


AUXILIARY  SERVICES 


Guide  Services 

Guide  services  are  a vitally  important  phase  of  the  Commission’s 

program,, 


Guide  services  in  the  State  Museum  are  visibly  under-emphasized 
considering  their  importance „ The  Guide  who  is  employed  under  the  payroll 
title  of  Advanced  Museum  Assistant  is  the  only  employee  actually  assigned 
or  trained  to  do  guide  workc  No  provision  has  been  made  to  render  the 
Guide  assistance  during  days  of  peak  visitations  when  as  many  as  19176 
visitors  tour  the  Museum,,  The  Guide  is  attached  to  the  staff  of  the 
Museum  Division,,  In  addition  to  regular  duties,,  the  Guide  conducts 
classes  in  nature  study  and  is  currently  engaged3  not  by  directive  but 
through  her  own  volition,,  in  the  collection  of  State  flora,, 

The  Guide °s  office  is  located  near  the  rear  of  the  Museum 
building  and  is  unposted,.  Unless  visitors  are  told  that  guide  services 
are  available^  it  is  unlikely  that  they  would  know  of  their  existence,, 

No  identification  badge  or  article  of  apparel  distinguishes 
the  Guide  from  other  employees  or  from  visitors,, 

No  literature  describing  exhibits  and  few  directional  signs 
are  used  to  enhance  understanding  of  the  Museum °s  layout  and  to 
facilitate  self-guidance  of  visitors 0 
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With  regard  to  guide  services  on  properties 9 visitations  to 
certain  properties  indicate  the  need  for  better  supervision  over  guide 
services  and  for  coordination  of  property  with  Museum  guide  services. 
The  calibre  of  services  extended  varied  from  excellent  in  some  cases 
to  very  poor  in  others 0 The  guides  in  some  instances  wore  shabby  work 
clothes  and  evidenced  a poor  command  of  the  English  language.  There 
were  instances  where  poor  techniques  were  used  in  handling  visitors. 

Custodial  and  Maintenance  Services 


The  Museum  Building g An  earlier  recommendation  suggests  a 
transfer  of  custodial  and  maintenance  services  from  the  Museum  Division 
to  the  proposed  Properties  and  General  Service  Division, 

Custodial  .and  maintenance  work  is  conducted  in  the  Museum 
building  by  a force  of  seven  employees.  Two  of  these  are  janitors  who 
are  assigned  by  the  Department  of  Properties  and  Supplies  to  the 
Commission  and  five  are  employees  of  the  Commission  who  are  assigned 
to  the  Folk  History  Section  of  the  Museum  Division,  It  is  somewhat 
anomalous  that  a unit  charged  with  the  performance  of  a technical 
activity  should  also  supervise  the  cleaning  and  maintenance  of  the 
Museum  building. 

The  Maintenance  Foreman  of  the  maintenance  and  custodial  staff 
on  occasion  assists  the  Curator  of  Folk  History  in  the  placing  and 
removal  of  cases  and  the  transportation  of  museum  pieces. 

It  is  understood  and  it  has  been  observed  that  one  custodian 
acts  in  the  capacity  of  a guard  for  exhibits  located  in  the  basement. 

The  necessity  for  a custodian  to  serve  in  such  a capacity  may  be 
questioned  provided  adequate  use  can  be  made  of  the  Capitol  Police 
furnished  to  the  Museum  for  just  such  a purpose. 

Proper  ties  % Custodial  and  maintenance  work  is  supervised 
locally  on  the  property  where  it  is  done  and  is  subject  to  monthly  or 
more  frequent  'inspections  by  the  Maintenance  Inspector, 

Observation  of  several  properties  indicated  that  they  are 
generally  well  maintained. 

There  appears  to  be  some  misunderstanding  among  head  super- 
visory personnel  on  properties  regarding  the  authority  to  whom  they 
report  and  from  whom  they  obtain  supervision.  In  certain  instances 
reports  are  made  to  and  supervision  is  accepted  from  advisory 
boards. 


The  Historic  Properties  held  by  the  Commission  are  listed 
on  the  following  page.  The  numbers  of  personnel,  site  acres,  and 
buildings  are  shown  on  Chart  III, 
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CHART  III 

PROPERTIES  STAFF  AND  FACILITIES 


Property 

Permanent 

Personnel 

Per  Diem  & 

Hourly 

Personnel 

Noo  Acres 

No, 

Buildings 

Pennsbury  Manor 

9 

40o61 

5 

Govo  Prints  Park 

1 

7023 

- 

and 

John  Morton  Homestead 
Potts grove  Mansion 

2 

2o  4 

4r  acre  - 

2 

2 

Daniel  Boone  Homestead 

3 

3 

192 

4 

Landis  Valley  Museum 

2 

9 

5025 

4 

Ephrata  Cloisters 

5 

8 

2705 

8 

Conrad  Weiser  Park 

1 

2 

26 

4 

Cornwall  Furnace 

1 

1 

lo32 

2 

Warrior  Run  Church 

1 

■k  acre-  - 
\ acre  - 

1 

Fort  Augusta 

1 

1 

Admiral  Peary  Park 

1 

4012 

- 

Drake  Well  Memorial  Park 

1 

5 

218 

2 

Fort  Le  Boeuf 

1 

j>  acre  - 

1 

Flagship  Niagara 

1 

1 

1 acre 

Ship's  Hull 

Old  Economy 

9 

1 

3081 

17 

TOTAL 

36 

33 

Statistics  above  are  supplied  for  informative 9 rather  than 
comparative  purposes 0 Actually 9 staff  needs  must  be  determined  by  the 
types  of  activities  engaged  in  at  each  property 9 the  newness  of  the 
property;,  and  peeularities  indigenous  to  the  buildings  and  sites  of 
each  'property o For  example 9 the  large  staff  at  Landis  Valley  is 
currently  needed  to  sort,,  evaluate^,  and  catalogue  some  25O9O0O  museum 
pieces o At  Ephrata  Cloisters s much  of  the  staff  is  engaged  in  current 
restoration  work0  Also9  a rather  large  guide  force  at  Ephrata  Cloister 
is  essential  because  the  small  rooms  and  corridors  and  narrow  passage^ 
ways  of  the  major  installation  make  it  necessary  to  handle  visitors 
in  small  groups 0 

Collection  of  Fees  and  Additional  Revenue  Sources 


Fees  from  Sale  of  Publications ; It  is  observed  that  collections 
from  publication  sales  to  date  amount  to  only  about  $3yQQ0„  in  spite  of 
tremendous  numbers  of  publications  distributedo  Large  amounts  of  revenue 
from  this  source  escape  the  Commission  because  the  greater  number  of 
publications  demanded  are  those  in  the  free  listo  For  example,,  individual 
pamphlets  in  great  demand  as  in  the  case  of  the  "Kiddie9 s Packet"  series 
are  distributed  free  as  is  the  entire  packet  when  it  is  distributed  as 
a unite  The  entire  packet^  it  is  reported,,  would  have  a potential  sales 
value  of  about  50  cents  if  it  were  soldo  Thp'se  publications  for  which 
fees  are  now  charged  are  of  the  more  scholarly  type  and  are  less  popular „ 

Recommendations  made  in  Chapter  IV  which  suggest  wider  display 
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and  greater  advertisement  of  publications,  if  adopted,  would  no  doubt 
increase  publications  sales 0 

Admission  Fees  to  Historic  Properties;  Since  about  1952, 
approximately  $40,000  has  been  collected  from  historic  properties 
admission  fees0  This  sum  appears  small  considering  the  great  numbers 
of  visitors  to  historic  properties 0 It  is  possible  that  the  great 
revenue  potential  of  historic  properties  has  not  heretofore  been  fully 
exploited. 


The  lack  of  officially  maintained  funds  at  historic  properties 
to  make  change  for  visitors  who  do  not  have  the  exact  admission  fee  is 
one  factor  which  is  purported  to  discourage  greater  collections.  Visita- 
tions to  historic  properties  indicate  that  where  such  funds  do  exist, 
they  are  maintained  out  of  the  personal  resources  of  properties  employees. 

There  is  a complete  absence  of  adequate  controls  to  check  numbers 
of  paying  visitors  against  actual  collections. 

Other  conditions  such  as  inadequate  posting  of  historic  proper- 
ties, referred  to  in  Chapter  IV  do  not  encourage  visitations  and  conse- 
quently do  not  enhance  collections. 

Other  Possible  Sources  of  Feess  Nearly  three-quarters  of  all 
the  states  operate  concessions  in  conjunction  with  parks  and  historic 
areas  which  they  maintain.  In  many  of  these  cases,  revenues  from 
concessions  greatly  exceed  collections  from  admission  fees,  Cornwall 
Furnace  is  a notable  example  where  residents  of  that  area,  who  sell  bits 
of  iron  ore  to  the  public,  have  recognized  a source  of  income  which  has 
escaped  the  Commission's  attention.  Other  properties,  such  as  Landis 
Valley  where  there  are  many  duplicates  of  museum  pieces  and  interesting 
nicknacks  which  are  saleable,  present  an  even  greater  revenue  potential. 

During  1953,  the  State  Of  New  York  collected  nearly  $600,000 
from  concessions  operated  on  historic  park  and  site  areas. 


RECOMMENDATIONS 


Executive  Management 

Planning ; It  Is  suggested  that  each  biennium,  in  conjunction 
with  the  preparation  of  the  budget,  directors  of  operating  divisions 
subpiit  to  the  Executive  Director  a prepared  plain  of  activities  which 
shall  includes 

A statement  of  the  major  objectives  of  the  division; 

A list  and  description  of  the  activities  necessary  to 
attain  objectives ; 

A unit  breakdown  of  these  activities  showing  approximate 
manpower,  time,  money  and  equipment  necessary  to  complete 
these  units  of  activity. 
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Staffing  and  Personnel  Managements  With  respect  to  the 
administration  of  personnel,  it  is  suggested; 

That  the  Executive  Director  appoint  all  personnel  of  the 
Commission  Staff  and  manage  all  phases  of  the  personnel  program, 
subject  to  restrictions  of  the  Governor's  Personnel  Secretary 5 

That 9 once  annually , directors  of  operating  divisions  submit 
to  the  Executive  Director  a completed  personnel  rating  sheet  for 
each  employee  and  that  the  Executive  Director  follow  the  same 
procedure  in  evaluating  staff  in  the  Executive  Division; 

That  a complete  job  description  of  every  professional  position 
in  the  Commission's  organization  be  written  up  and  incorporated 
in  the  Personnel  Clerk 11  s files „ Qualifications  necessary  for  per- 
formance of  the  position5 s duties  should  be  stressedo  Such 
descriptions  should  be  used  in  employing  or  reviewing  personnel 5 

That  definite  policy  be  established  regarding  the  permanent, 
per  diem  or  hourly  status  of  positions  and  the  incumbent  employees; 

That  the  maintenance  of  a personnel  file  in  the  Executive 
Director °s  office  be  discontinued  because  it  duplicates  informa- 
tion in  the  Personnel  Clerk us  fileQ 

Directing g With  respect  to  the  matter  of  issuing  directives, 
it  is  suggested? 


That  administrative  directives , formal  or  otherwise,  emanate 
only  from  the  Executive  Director °s  office  and  that  greater  emphasis 
be  placed  on  written  directives ; 

That  the  Executive  Director  compile  past,  and  future,  admin- 
istrative directives  for  incorporation  in  an  administrative  manual 
for  distribution  to  subordinate  directors  and  that  policies  of 
the  Commission  Board  be  similarly  compiled  for  Commission  Board 
and  executive  use; 

That  the  Executive  Director  hereafter  hold  weekly  staff 
meetings,  attended  by  division  heads  or  other  top-level  employees, 
as  a medium  of  staff  direction,, 

Cco£ duoaticn  It  is  believed  that,  if  recommendations  made 
in  this  report  pertaining  to  structural  and  functional  reorganization 
are  adopted,  the  job  of  coordinating  the  Commission  Staff “s  activities 
will  be  facilitated  considerably,.  It  is  recognized,  as  well,  that  the 
Executive  Director  must  employ  to  best  advantage  those  management 
techniques  stressed  in  this  chapter  to  interrelate  activities  and 
integrate  staff,  and  thus  execute  with  efficiency  the  policies  of 
the  Commission  Board,, 

Budgetings  In  order  that  budget  preparation  and  budgeting 
controls  may  be  improved,  it  is  suggested? 

That  biennial  budget  requests  be  formulated  by  the  Executive 
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Director  with  the  aid  of  subordinate  division  directors  and  that 
the  Executive  Director  review  his  budget  with  the  proposed 
Executive  Committee  before  final  submission  to  the  Commission 
Boards 

That  biennial  budget  requests  be  accompanied  by  the  biennial 
plan  proposed  above  and  that  the  monthly  reports  of  the  Executive 
Director;,  referred  to  below,,  should  accompany  monthly  budget  state- 
ments prepared  by  the  Comptroller 5 

That  monthly  budget  statements  forwarded  by  the  Comptroller  to 
all  divisions  and  to  the  Commission  Board  include  supporting  state- 
ments explaining  compliance  and  non-compliance  with  long-range 
plans ; 

That  the  same  monthly  budget  statements  should  be  prepared  in 
a manner  that  would  show  current  biennial  expenditures  separate 
from  expenditures  made  in  prior  biennia 0 Otherwise , it  is  impossible 
for  members  of  the  Commission  Board  to  determine  true  biennial 
costs  of  individual  activities  or  functions 0 

Reportings  With  regard  to  the  matter  of  reporting,  it  is 

suggested? 


That  the  monthly  reports  of  the  Executive  Director  should 
correspond  in  format  to  the  proposed  biennial  plan  and  that  these 
monthly  reports  should  be  used  as  a check  to  indicate  whether 
progress  in  various  programs  coincide  with  the  schedule  of 
activities  set  up  in  the  biennial  plan; 

That  written  monthly  reports  from  subordinate  directors  to 
the  Executive  Director  should  follow  a specific  format  prescribed 
by  the  Executive  Director; 

That  reports  of  properties  personnel  and  of  the  Maintenance 
Inspector  be  made  on  a form  devised  by  the  Executive  Director  and 
reproduced  in  quantity  sufficient  to  supply  all  personnel  who 
would  use  them; 

That  the  Executive  Director  utilize  management  aids  herein 
prescribed  to  keep  his  immediate  subordinates  informed  of  Commission 
activities,, 

Auxiliary  Services 

In  order  that  certain  auxiliary  services  may  render  greater 
aid  to  operating  divisions s it  is  suggested  that  the  following 
recommendations  be  considered  for  possible  adoptions 

Guide  Services  g With  respect  to  the  matter  of  guide 
services 9 it  is  suggested? 

That  the  Guide 9s  office  in  the  Museum  be  relocated  to  a place 
near  the  building  entrance  and  properly  posted  ’’Guide  Services”; 
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That  the  Guide  wear  a uniform  and  badge  which  will  readily 
distinguish  him  from  other  employees  or  from  visitors  5 

That  other  clerical  or  secretarial  personnel  be  given  guide 
training  to  render  assistance  during  peak  visitations; 

That  literature  describing  the  layout  of  the  Museum  and  the 
meaning  of  its  exhibits  be  published  for  distribution  by  the 
Guide  to  visitors; 

That  self-guidance  be  encouraged  and  made  possible  by  greater 
use  of  directional  signs  and  descriptive  posters; 

That  employees  on  properties  doing  guide  work  wear  uniforms 
or  display  badges  5 

That  the  Museum  Guide  be  placed  in  charge  of  all  guide 
services  and  be  directed  to  prepare  a small  manual  on  guide 
techniques  for  use  on  the  historic  properties  and  in  the  branch 
museums  0 

Custodial  and  Maintenance  Services  2 With  respect  to  the 
matter  of  these  services 9 it  is  suggested? 

That g as  previously  recommended,,  all  maintenance  and  custo- 
dial services  performed  at  the  State  Museum  and  at  historic 
properties  be  assigned  to  the  Properties  and  Service  Division; 

That  Capitol  Police  be  requested;,  through  channels 9 to  guard 
exhibits  and  dark  areas  of  the  Museum  Building  in  order  to  relieve  the 
custodial  and  maintenance  force  of  this  taske 

Collection  of  Fees  and  Additional  Revenue  Sources : It  is 

suggested? 


That  a change  in  publications  policy  be  considered  to  the 
extent  that  certain  publications  now  distributed  as  free 
literature  be  sold  for  a fee  which  would  at  least  cover  handling 
and  printing  costs; 

That  adequate  controls  be  developed  and  enforced  to  check 
paid  admissions  at  historic  properties  against  actual  amounts 
of  money  collected; 

That  change  funds  be  maintained  by  the  Commission  at  each 
historic  property  where  admission  fees  are  charged; 

That  the  possibility  of  operating  concessions  on  properties 
of  the  Commission  be  studied,, 
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CHAPTER  IV 


PUBLICITY  AND  PUBLIC  RELATIONS 

According  to  a statement  made  in  a Commission  report  - "The 
Pennsylvania  Historical  and  Museum  Commission,  1945-1950"  - "The  paramount 
aim  of  the  Commission  is  to  make  Pennsylvania  history  a familiar  subject 
to  the  people  of  the  Commonwealth",  This  chapter  discusses  and  analyzes 
the  present  methods  used  to  fulfill  this  objective  and  suggests  procedures 
and  media  which  may  possibly  popularize  the  Commission's  program  to  a 
greater  extent  in  the  future  than  it  has  been  in  the  paste 


PRESENT  PROGRAM 


Organization 

The  publicity  function  is  carried  on  for  the  most  part  by  personnel 
of  the  Commission  Staff,  particularly  those  of  the  Historical  Division 
although  there  have  been  instances  where  the  services  of  trained  newspaper- 
men have  been  enlisted  to  further  a publicity  program,, 

All  divisions  perform  public  relations  work  in  the  sense  that  the 
nature  of  the  work  involves  public  contact » However,,  little  emphasis  has 
been  placed  on  developing  a sound  public  relations  program  among  the 
Commission  Staff 0 Visits  to  some  of  the  historic  properties  indicated  a 
definite  lack  of  attitude  for  public  service  on  the  part  of  some  staff 
employees o 

Media  Used 

Newspapers,  television,,  radio,,  lectures  9 lantern  slides  , free  pamph- 
lets , publications  lists,  and  books  are  all  media  used  by  the  Commission  to 
familiarize  citizens  of  the  Commonwealth  with  aspects  of  Pennsylvania 
history,. 


There  is  evidence  to  support  the  view  that  although  much  has  been 
done  through  these  media,  to  expound  upon  specific  areas  of  historical;, 
archaeological  and  other  research,,  little  effort  has  been  made  to  acquaint 
the  public  with  overall  service  offerings  and  historic  property  holdings  of 
the  Commission0 

Deficiencies  in  the  Program 

It  has  been  observed  at  the  State  Museum  and  at  historic  properties 
that  the  establishment  of  an  efficient  publicity  program  and  the  development 
of  good  public  relations  would  be  hampered  by  the  following  conditions: 

At  the  State  Museum 


There  is  no  information  center  or  booth  at  the  building 
entrance  5 

Literature  publicizing  historic  properties  or  the 
State  Museum  are  neither  displayed  nor  available; 
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Publications  of  the  Commission  as  a whole  are  neither  displayed 
nor  sold  at  the  Museum  Building 5 

Guide  services „ as  noted  in  Chapter  III9  are  not  made  readily 
available 9 except  for  scheduled  tours  § 

Capitol  Police  constantly  slouch  or  lounge  in  chair's  which  are 
conspicuously  located  in  the  Museum  lobby 0 Visitor's  naturally 
believe  that  these  are  Commission  employees 0 

At  Historic  Prop erti e s 

Each  visitor  is  handed  a pamphlet  which  relates  the  historical 
background  of  the  particular  property  being  visitedo  However,,  the 
Commission  staff  has  not  as  yet  utilized  literature  of  the  pamphlet 
variety  listing  and  describing  briefly  all  historic  properties  of 
the  Commission,,  the  State  Museum,,  and  other  Commission  functions  5 

Inadequate  posting  and  advertising  on  the  principal  highways 
near  or  leading  to  historic  properties  make  properties  hard  to 
find  and  in  most  instances  they  are  passed  by  unnoticed  by  motorists 0 
Use  of  historic  markers  for  this  purpose  is  believed  to  be  in- 
effective, Inadequate  posting  seems  to  be  the  principal  short- 
coming in  the  development  ©f  public  interest  in  historic 
properties „ 

Improper1  attire  is  worn  by  certain  properties  personnel  who 
meet  the  public0  None  was  observed  to  wear  uniforms  or  badges 
which  would  indicate  they  were  guides  or  Commission  employees, 

A system  of  making  change  for  visitors  who  do  not  have  the 
exact  admission  fee  in  coins  makes  it  necessary  for  properties 
employees  to  maintain  as  well  as  they  can  such  funds  out  of  their 
own  pockets o In  some  instances  visitors  have  been  unable  to  gain 
admittance  to  a property  because  the  guide  was  unable  to  make 
change  for  larger  denominations  of  currency 0 

Potential  Resources 

Publications  of  the  Commission  prepared  for  the  most  part  by  the 
Historical  Division  indicate  that  comparatively  little  effort  has  been 
expended  to  publicize  historic  properties 9 the  State  Museum,  or  other 
facilities  and  services 0 The  whole  publications  program  appears  to  be  less 
integrated  .in  the  Commission® s total  program  of  activities  than  probably 
seems  desirable. 

University 9 School. and  Public  Libraries s It  is  reported  that  to 
a limited  extent  university „ school,,  and  public  libraries  are  apprised  of 
Commission  publications  as  they  become  available.  It  is  believed,,  however,, 
that  greater  and  regular  use  of  libraries  in  the  State  as  publicity  organs 
for  Commission  publications  may  produce  increased  interest  in  the  publica- 
tions program.  It  Is  also  observed  that  the  lists  containing  titles  of 
publications  sold  by  the  Commission  are  not  dated.  The  recipient  of  such 
a list  does  not  know  whether  titles  shown  thereon  are  current. 


Bulletins  of  Education  Associations?  The  Pennsylvania  State  School 
Direct  or 5 s Association,,  as  well  as  the  Pennsylvania  State  Educational  Associa- 
tion publish  bulletins  which  are  read  extensively  throughout  the  State,,  These 
media  which  present  great  publicity  potential  are  not  used  by  the  Commission 
Staff  to  popularize  its  publications  and  service  program,. 

Magazines  and  Newspapers s Magazine  and  newspaper  publishers  are 
used  to  feature  articles  on  subjects  descriptive  of  Commission  properties 
or  activities;,  but  apparently  this  is  not  frequently  and  vigorously  en- 
couraged,, A recent  article  in  a leading  magazine  illustrating  and  describing 
Potts  grove  Mansion  is  indicative  of  the  type  of  treatment  desirable,, 

Traveling  Exhibits  % Several  states  use  tr  aveling  exhibits  to 
publicize  their  historical  activities » Some  states  reporting  use  of  this 
medium  are  Ohio,  New  York,,  Minnesota,  Indiana,  North  Carolina  and  Wisconsin,, 
The  Commission  does  not  utilize  this  device „ 


RECOMMENDATIONS 

The  following  suggestions  are  made  with  the  thought  of  fostering 
a publicity  and  public  relations  program  that  will  carry  out  the  paramouht 
aim  of  the  Commission  as  stated  earlier  in  this  chapters 

Or  ganization 

It  is  suggested  that  a section  on  publicity  and  public  relations 
be  established  in  the  Executive  Division,,  The  personnel  of  this  section 
would  include  a director  trained  in  publicity  work,  and  such  clerical 
personnel  as  is  necessary  and  who  may  be  drawn  from  the  present 
Executive  Division  staff,,  The  Director  of  Publicity  and  Public 
Relations  would  be  directly  responsible  to  the  Executive  Director 0 

Program 


It  is  suggested  that  the  following  steps  be  taken  to  develop 
a better  publicity  and  public  relations  program? 

Prepare  a pamphlet  describing  and  illustrating  the  State 
Museum  and  historic  properties  for  distribution  at  the  State 
Museum  and  at  historic  properties  § 

Erect  an  information  booth  at  the  entrance  of  the  Museum 
building  and  adjacent  to  the  Guldens  office,,  Personnel  to 
operate  the  booth  should  come  from  the  ranks  of  the  current 
secretarial  and  clerical  force  and  they  could  be  assigned  on 
a rotation  basis  or  as  the  work  load  permits 0 All  publications 
of  the  Commission  could  be  displayed  and  sold  at  this  booths 

Request  that  Capitol  Police  be  stationed  at  specific 
locations  not  in  the  lobby  of  the  Museum  building  and  instruct 
them,  through  proper  channels,  to  remain  at  these  stations 5 

Place  greater  emphasis  on  the  program  to  post  and  advertise 
historic  properties  along  the  major  roadways  of  the  States 
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Notify  public  and  institutional  libraries  in  the  State  of  new 
publications  of  the  Commission  by  post-card  as  they  become  avail- 
able, and  once  annually  forward  a complete  list  of  Commission 
publications,  dated;,  to  all  such  libraries  5 

Solicit  the  cooperation  of  educational  associations  to  publish 
in  their  bulletins  materials  pertinent  to  activities,  functions, 
and  available  services  of  the  Commission^ 

Consider  the  possibility  of  developing  a program  of  traveling 
exhibits  $ 

Emphasize  the  program  of  the  Commission ,as  well  as  subject- 
matter  research  areas, when  utilizing  publicity  media  such  as 
television,  radio,  newspapers,  lectures.  Commission  publications, 
et  cetera  5 

Integrate  the  research  and  publication  program  of  the 
Historical  Division  to  a greater  extent  with  the  activities 
and  functions  of  the  Commission  as  a wholeQ 
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CHAPTER  V 


THE  HISTORIC  MARKER  PROGRAM 


Marking  of  historic  Pennsylvania  sites  became  a function  of  the 
Pennsylvania  Historical  and  Museum  Commission  in  1946c  Since  then,  the  Marker 
Program  has  grown  from  virtually  nothing  to  a point  where  the  State  may  now 
boast  of  a total  of  1,062  roadside  markers 8 141  city  and  town  markers , and  344 
approach  markers 0 According  to  available  statistics 9 Pennsylvania  ranks  third 
in  the  number  of  erected  markers s surpassed  only  by  New  York  and  Virginia, 


PRESENT  PROGRAM 


Staff  and  Staff  Duties 


The  Marker  Program  staff  consists  of  a supervisor,-,  two  full-time  main- 
tenance men,  and  a secretary  who  devotes  most  of  her  working  day  to  the  program. 
The  program  has  section  status  within  the  organizational  framework  of  the 
Historical  Division, 

The  head  of  this  section  supervises , generally,  the  maintenance  and 
repair  of  erected  markers;,  maintenance  of  files , choice  and  location  of 
historic  sites  and,  specifically,,  makes  inspections  in  certain  instances  of 
markers  reported  damaged. 

Both  maintenance  men  are  charged  with  routine  inspections , transpor- 
tation of  damaged  markers  back  to  the  repair  shop,  painting  and  treating  of  new 
markers , as  well  as  refurbishing  of  weathered  or  damaged  markers. 

The  office  secretary  maintains  marker  files  and  handles  routine  corres- 
pondence. 


Choice  of  Marker  Sites 

Most  requests  to  mark  sites  originate  locally  and  are  made  known  to 
the  Marker  Program  staff  through  the  respective  county  historical  society.  The 
requestor  is  obliged  to  fill  in  a "’Historical  Marker  Data  Sheet” , which  requires 
a statement  of  pertinent  information  such  as  the  name  of  the  site,  exact 
location,,  historical  importance,  proximity  to  main  highways,  and  sources  of 
information  for  further  research.  This  completed  sheet  is  forwarded  to  the 
Chairman  of  the  Committee  on  Historical  Markers  and  later  referred  to  the  Head 
of  the  Marker  Program  with  the  Chairman1'  s comments  , if  any,,  appended. 

The  ultimate  decision  whether  to  mark  a suggested  site  depends  upon 
policy  and  financial  limitations  imposed  by  the  Commission,  as  well  as  the 
historical  significance  of  the  site  under  consideration. 


Installation  and  Location  of  Markers 

Marker  installation  is  a declining  phase  of  the  program.  From  a 
high  of  490  in  1947,  the  number  of  roadside  markers  erected  annually  has 
steadily  diminished  to  a low  of  four  in  1953,  It  is  anticipated  that  about 
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20  of  this  type  marker  will  be  erected  during  19540 

The  high  year  for  city  and  town  markers  was  1953  when  51  were 
installedo  So  far,  in  1954,  14  have  been  erected,, 

ERECTION  OF  ROADSIDE  HISTORICAL  MARKERS  TABULATED  BY  YEARS  1 


Year 

No,  of  Markers  Erected 

1946 

111 

1947 

490 

1948 

186 

1949 

139 

1950 

48 

1951 

42 

1952 

42 

1953 

4 

TOTAL 

1,062 

ERECTION  OF 

CITY  AND  TOWN  HISTORICAL  MARKERS  TABULATED  BY 

Year 

No,  of  Markers  Erected 

1949 

31 

19  50 

12 

1951 

20 

1952 

13 

1953 

51 

1954 

14 

TOTAL 

141 

Installation  is  accomplished  through  cooperative  efforts  of  the 
Commission  and  the  State  Highway  Department „ The  site,  though  chosen  and 
specifically  located  by  the  Marker  Program  staff,  may  be  altered  by  the 
Highway  Department  in  conformance  with  principles  of  highway  safety,  as  well 
as  physical  limitations  imposed  by  narrow  righfs=of-way0  The  maintenance 
section  of  the  Highway  Department  is  thus  responsible  for  physical  installation 
of  markers o 


It  is  interesting  to  note  that  in  1951,  of  36  states  reporting,  15 
charged  the  Highway  Department  with  location  of  marker  sites,  six  the  histori- 
cal agency,  and  IS  a special  committee,  patriotic,  or  other  groupc  Out  of  33 
states  reporting  the  same  year,  21  states  installed  markers  via  the  highway 
department,  two  the  historical  agency,  and  10  a special  committee,  patriotic, 
or  other  group 0 

Inspection 

As  markers  have  increased  in  number,  the  inspectional  problem  has 


1 


From  the  files  of  the  Marker  Program  Historical  Division,  Pennsylvania 
Historical  and  Museum  Commission 


grown  proportionately  and  continues  to  grow  whenever  a new  marker  is  erected,. 
At  present,  with  1,547  markers  on  roadways  and  in  cities,  the  maintenance 
crew  is  obliged  to  inspect  on  the  average  of  nearly  30  markers  per  week  in 
order  to  comply  with  the  policy  of  one  annual  inspection  per  marker.  In 
addition  to  routine  inspections,  notifications  of  vandalism  and  damage  must 
be  investigated. 

Each  inspection  of  a marker  is  recorded  on  an  individual  "Marker 
Inspection"  card  which  is  placed  in  a file  maintained  for  this  purpose  in  the 
Historical  Division  office,. 

Maintenance 


The  burden  of  maintenance  increases  also  as  greater  numbers  of  markers 
are  installed.  Another  factor  contributing  to  an  increasing  maintenance  problem 
is  age,  as  markers  require  repairs  about  every  three  years  due  to  natural 
weathering. 

If  inspections  indicate  that  resurfacing  or  repair  is  necessary,  the 
maintenance  crew  transports  the  marker  via  truck  to  the  repair  room  located 
in  the  basement  of  the  Museum,,  Here  resurfacing  and  repair  equipment  is 
maintained o 


Previously,  transportation  of  damaged  and  weathered  markers  from  the 
site  back  to  the  Marker  Department  was  handled  by  the  Highway  Seption, 

Repairs  were  made  by  the  manufacturer  on  a contract  basis.  Thus,  the  mainte- 
nance problem  was  merely  one  of  negotiation  with  the  Highway  Department  and  the 
professional  refurbisher.  This  practice,  it  is  contended,  was  superseded  with 
full  maintenance  by  the  Marker  Program’s  staff  because  of  delays  involved  in 
negotiating  with  the  Highway  Department,  as  well  as  the  inferior  quality  and 
costliness  of  contract  refurbishing. 

Publicizing  the  Program 

Historic  markers  dedicated  to  incidents  of  statewide  or  nationwide 
interest,  cleverly  inscribed,  readable,  judisiously  placed,  and  easily  identi- 
fied by  shape  and  color  hardly  need  publicizing.  Yet,  because  of  certain  handi- 
caps imposed  by  the  speed  of  modern  travel  and  by  instances  of  limited  highway 
rights-of-way , publicity  devices  and  other  innovations  are  frequently  employed. 
In  this  connection,  the  Historical  Division  prepared,  and  the  Commission 
published,  a "guide  to  the  Historical  Markers  of  Pennsylvania",  The  latest 
edition,  1952,  contains  the  title  and  complete  text  of  every  marker,  listed 
by  counties,  which  had  been  erected  as  of  that  date,  A guide  booklet  of  this 
type  enables  the  motorist  to  study  inscriptions  of  markers  observed  along  the 
roadway  and  also  creates  an  awareness  of  the  Marker  Program’s  scope. 


FINDINGS  AND  RECOMMENDATIONS 

The  program  combines  several  functions.  They  are  essentially 
historical  research,  marker  installation,  inspection  and  maintenance.  It  is 
questionable  whether  the  Historical  Division  is  the  logical  and  best  equipped 
repository  for  all  phases  of  the  program. 

Historical  Research  (determination  of  site) 

Beyond  doubt  the  Historical  Division  is  best  qualified  of  any  state 
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agency  to  perform  this  phase  of  the  Marker  Program,,  At  the  outset  of  the 
program  in  19469  this  was  the  primary  and  almost  sole  phase  of  the  Marker 
Program  performed  by  this  Division,,  It  is  recommended  that  this  function 
remain  within  the  purview  of  the  Historical  Division  where  it  is  presently 
locatedo 

Marker  Installation 


Through  directives  from  the  Commission,,  the  State  Highway  Depart- 
ment installs  markers „ Inasmuch  as  markers  are  placed  on  highway  rights-of 
way  and  the  Highway  Department  is  equipped  for  and  is  familiar  with  sign 
erection,,  it  is  only  logical  that  this  method  should  be  followed,,  Further- 
more;, it  seems  logical  that  any  phase  of  a program  infringing  upon  elements 
of  highway  safety  should  be  administered  by  the  Highway  Department „ 

Inspection 


Routine  inspections  are  now  performed  by  the  maintenance  crew  of 
the  Marker  Program,,  It  Is  suggested  that  the  properties  inspection  function, 
referred  to  previous ly9  be  combined  with  the  similar  function  in  the  Marker 
Program  and  that  these  functions  be  performed  by  one  person  bearing  the  title 
of  Properties  and  Marker  Inspector  i and  who  shall  be  responsible  to  the 
director  of  the  proposed  Properties  and  General  Service  Division,, 

It  is  further  recommended  that,  through  proper  channels s the  vigilant 
services  of  the  State  Police  be  enlisted  to  apprise  the  Marker  Program  Head 
of  weathered  or  damaged  markers o A similar  request  through  official  channels 
should  be  made  to  the  Highway  Departmento 

Maintenance 


It  is  highly  questionable  whether  this9  the  largest  single  problem 
of  the  Marker  Program.,  is  rightly  located  within  the  Historical  Division  or 
within  the  purview  of  the  Commission  at  all0  The  most  popular  practice  in 
other  states  Is  to  make  marker  maintenance  a function  of  the  Highway 
Departmento 


The  pattern  of  contracting  with  the  Highway  Department  for  installa- 
tion services  (about  $20  per  installation)  has  already  been  established,,  A 
similar  practice  for  maintenance  seems  worthy  of  investigation,,  Such  a 
contractual  relationship  would  relocate  the  maintenance  function  in  a depart- 
ment naturally  equipped  for  its  performance  and  would  permit  the  Historical 
Division  to  retain  ultimate  control  of  the  program,, 

If  marker  maintenance  is  retained  by  the  Commission,  it  is  recommend- 
ed that  it  be  an  assigned  function  of  the  Properties  and  General  Service 
Division,, 

The  Program0 s Effectiveness 

It  is  assumed  that  historic  roadside  markers  are  utilized  as  a 
device  to  create  an  awareness  of  Pennsylvanians  historic  sites  among  motorists. 
Otherwise s markers  would  not  have  been  located  at  roads  ides „ It  is  question- 
able whether  this  aim  is  achieved  merely  by  the  placement  of  markers  on  road- 
shoulders  too  narrow  to  permit  complete  and  safe  stops,, 
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The  State  of  Michigan,  since  1951g  has  studied  marker  programs  and 
related  problems 0 In  laying  the  groundwork  for  their  own  program  to  be 
effected  within  the  next  six  to  eight  months,  it  was  concluded  that  markers 
of  the  Pennsylvania  type  would  be  ins tailed , not  on  highway  rights-of-way, 
but  in  roadside  parks  or  in  other  specifically  designated  places » Such 
markers  could  be  located  from  a highway  by  means  of  simple  directional  signs „ 
This  method,  it  is  stated,  will  do  away  with  complications  of  highway 
safety  and  the  impossibility  of  developing  adequate  marker  texts  which  can 
be  read  from  a moving  vehicle0 

Virginia9  for  example , attempted  to  solve  the  same  problem  from 
a somewhat  different  angleQ  There,  road  inlets,  or  wider  than  average 
shoulders 9 are  purportedly  provided  as  a convenient  stopping  area  to  read 
marker  texts 0 In  spite  of  the  fact  that  such  inlets  may  be  used  occasion- 
ally by  motorists  as  convenient  resting  places,  it  is  urged  that  some  such 
step  be  considered  by  the  Commission  to  provide  convenient  and  safe  parking 
areas  at  historic  marker  sites 0 
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APPENDIX 


APPENDIX 


PERSONNEL  OF  THE  PENNSYLVANIA  HISTORICAL  AND  MUSEUM  COMMISSION 

LISTED  BY  POSITIONS  AND  ARRANGED  BY  DIVISIONS,  AUGUST  2,  1954  1 

a°  Executive  Division 

Executive  Director  (P) 

^-Advanced  Secretary-Stenographer  (P) 

Stenographer-Receptionist  (P) 

Advanced  Messenger  (P) 

^Acting  Comptroller  (P) 

Principal  Stenographer-Clerk  (P) 

Account  Clerk  (P) 

•^•Principal  Personnel  Clerk  (P) 

* Maintenance  Inspector  (P) 

Total  - 9 permanent  employees 

b°  Properties  Division 

The  Properties  Division  is  supervised  by  the  Executive  Director, 
Although  a separate  division,,  no  provision  has  been  made  for  a 
properties  directory 

Properties  where  local  advisory  boards  exist  are  noted  to  that  effect, 

(1)  Pottsgrove  Mansion  (Advisory  Board) 

-^Caretaker  (P) 


Guide  and  Janitress  (P) 

Total  - 2 permanent  employees 

(2)  Pennsbury  Manor  (Advisory  Board) 

* Superintendent  (P) 

4 Senior  Guards  (P) 

Guard  (P) 

Senior  Guide  (P) 

Senior  Maintenance  Foreman  (P) 
Principal  Gardener  (P) 

Total  - 9 permanent  employees 

(3)  Landis  Valley  Farm  Museum 

^•Supervising  Curator  (PD) 

Junior  Caretaker  (P) 

Principal  Typist  Clerk  (P) 

Senior  Reference  Assistant  (H) 
Guide  (PD) 

Guide  (H) 

Laborer  (PD) 

Reference  assistant  (PD) 

Stenographer  (PD) 

Cataloguer  (PD) 

Library  Clerk  (H) 


Total  - 2 permanent  employees 
6 per  diem  employees 
3 hourly  employees 
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Where  an  asterisk  appears  before  a position^  it  means  that  the  employee 
filling  that  position  reports  to  the  Executive  Director 
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(4)  Warrior  Rian  Church 

Car®  taker  (H) 

Total  <=  1 hourly  employee 

(5)  Fort  Augusta 

■^Senior  Caretaker  (P) 

Total  =>  1 permanent  employee 

(6)  Conrad  Weiser  Park 
^Senior  Caretaker  (P) 

2  Laborers  (H) 

Total  » 1 permanent  employee 

2 hourly  employees 

(7)  Daniel  Boone  Homestead  (Advisory  Board) 

^•Superintendent  (P) 

Advanced  Maintenance  Clerk  (P) 

Advanced  Electrician  (P) 

2 Watchmen  (H) 

Stone  Mason  (H) 

Total  » 3 permanent  employees 

3 hourly  employees 

(8)  Admiral  Peary  Park 

&■  Care  taker  (H) 

Total  ~ 1 hourly  employee 

(9)  Drake  Well  Memorial  Park  (Advisory  Board) 
Curator  (PD) 

-^Senior  Caretaker  (P) 

Guide  (H) 

3 Laborers  (H) 

Total  =>  1 permanent  employee 
1 per  diem  employee 

4 hourly  employees 

(10)  Ephrata  Cloister  (Advisory  Board  - inactive) 


« Caretaker  (P) 

Senior  Guard  (P) 

3 Guards  (P) 

3 Guides  (H) 

2 Carpenters  (H) 

Carpenters"  Helper  (H) 
2 Laborers  (H) 


Total  ~ 5 permanent  employees 
8 hourly  employees 

(11)  Old  Economy  (Advisory  Board) 


®Senior  Caretaker  (P) 

Senior  Stenographer=Typist  (P) 
Junion  Caretaker  (P) 

Senior  Watchman  (P) 

2 Senior  Guides  (P) 

3 Senior  Guards  (P) 

Senior  Guard  (PD) 


Total  » 9 permanent  employees 
1 per  diem  employee 

(12)  Fort  Le  Boeuf 

•“-JunioT  Caretaker  (H) 

Total  =»  1 hourly  employee 
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(13)  Governor  Printz  Park  and  John  Morton  Birthplace 
^Senior  Guard  (P) 

Total  - 1 permanent  employee 

(14)  Flagship  Niagara  (Advisory  Board  - inactive) 

^Senior  Foreman  (P) 

Senior  Guard  (PD) 

Total  - 1 permanent  employee 
1 per  diem  employee 

(15)  Cornwall  Furance 

* Care  taker  (P) 

Senior  Guard  (PD) 

Total  - 1 permanent  employee 
1 per  diem  employee 

Total  Properties  Division  Employees 
36  permanent  employees 
23  hourly  employees 
10  per  diem  employees 

Total  69 

Museum  Division 


Owing  to  a vacancy  in  the  position  of  Museum  Curator,  this  Division 
has  come  under  the  immediate  direction  of  the  Executive  Director  for  the 
past  several  months0  Asterisked  positions  report  directly  to  the 
Executive  Director 


(1)  Office  of  Curator 
-^Principal  Stenographer  (P) 

(2)  Guide  and  Educational  Services 
^-Advanced  Museum  Assistant  (P) 

Cataloguer  (P) 

(3)  Preparatory  Section 

-"-Museum  Preparator  (P) 

Junior  Museum  Preparator  (P) 

(4)  Anthropology  Section 

* Curator  of  Anthropology  (P) 
Reference  Assistant  (P) 
Senior  Museum  Assistant  (PD) 
Museum  Assistant  (PD) 

Skilled  Laborer  (H) 

Laborer  (PD) 

(5)  Folk  History  Section 

Folk  History 


(P) 

tor  (P) 


% Curator  o 

Assistant  Museum  Preparator 
Maintenance  Foreman  (P) 

Advanced  Museum  Assistant  (P) 
Skilled  Laborer  (PD) 

2 Museum  Assistants  (PD) 


Total  Museum  Division  Employees 
11  permanent  employees 
6 per  diem  employees 
1 hourly  employee 


Total  18 


Historical  Division 
“00  Office  of  Chief  Historian 
■H-Chief  Historian  (P) 

Senior -Stenographer  Secretary  (P) 

(2)  Historical  Research 

Senior  Research  Assistant  (P) 
Research  Assistant  (PD) 

Assistant  Research  Assistant  (PD) 

(3)  Publications 
Principal  Historian  (P) 

Senior -Stenographer  Typist  (P) 
Junior  Research  Assistant  (P) 
Senior  Typist  Clerk  (P) 

(4)  Marker  Program 

Senior  Research  Assistant  (P) 

Principal  Stenographer  (P) 

Senior  Maintenance  Foreman  (P) 
Senior  Skilled  Laborer  (P) 

Senior  Skilled  Laborer  (H) 

(5)  Library 

Assistant  Research  Technician  (P) 

(6)  Publicity 

Junior  Research  Assistant  (P) 
Research  Assistant  (PD) 


Total  Historical  Division  Employees 
13  permanent  employees 
3 per  diem  employees 
1 hourly  employee 


Total  17 


e,  Public  Records  Division 
^Principal  Archivist  (P) 

Senior- Stenographer  Secretary  (P) 

Research  Assistant  (P) 

Archivist  (P) 

2 Junior  Assistant  Research  Technicians  (P) 

3 Reference  Assistants  (PD) 

Total  Public  Records  Division  Employees 
6 permanent  employees 
3 per  diem  employees 

Total  9 

f o Folklore  Division 

^-Advanced  Folklorist  (P) 

Senior^S tenographer  Typist  (P) 

Total  Folklore  Division  Employees 
2 permanent  employees 

Total  2 


A~4 


TOTAL  EMPLOYEES  OF  THE  COMMISSION 


77  Permanent  Employees 

47  Per  diem  and  Hourly  Employees 

Total  124 


NOTE?  The  above  information  was  obtained  from  questionnaires  forwarded 
to  and  filled  in  by  each  employee  of  the  Commission  staff,, 
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